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DEDICATION
Yesterdays are over my shoulder,
So I can’t look backward too long,
There’s just too much to see.
Waiting in front of me,
And I know that I just cant go wrong.
—Jimmy Buffett, Changes In Latitude, Changes In Attitude
Dedicated to my parents 
A mentor, in the most true and all encompassing form, represents many roles. A 
mentor is a confidant, friend, teacher, motivator, counselor, guide, role model, and much 
more. This dissertation is dedicated to those who have been my closest supporters, 
advocates, and inspiration - my parents. My parents are my mentors in life. They have 
fulfilled the role of mentor to the greatest degree. They are my best friends, my wisest 
teachers, the first ones I turn to for sound advice, and the ones I wish to emulate as I 
follow the path of life. Mom and dad, I dedicate this dissertation to you. To steal a line 
from Jack Nicholson from the movie As Good As It Gets, "You make me want to be a 
better person."
As any good dissertation contains data to support the findings, below is the 
evidence to support my statements above. Examples of my parent’s unselfish support of 
my endeavors are numerous. My mom took a course just to give me someone to ride to 
school with one semester. Then she treated me to dinner and listened while I talked 
about my day. Mom, I owe you a thousand pizzas. My dad never once hesitated when I 
asked for financial support for my education. He demonstrated amazing patience while 
teaching me mathematics and statistics concepts. Dad, you are my stable rock. I love 
you both for everything you have done for me.
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ANALYSIS OF U.S. COAST GUARD MENTOR PROGRAM
ABSTRACT
The major purposes of this study were to discover the types of activities mentors 
and mentees in the U.S. Coast Guard are engaged in, determine the frequency of 
participation in these mentoring activities and their value to mentors and mentees, and 
investigate whether there is alignment between the activities engaged in by mentors and 
mentees and the activities recommended in the One DOT Mentor Program. Implications 
for retention of personnel, including civilian and active duty military members, were 
explored. The population for this study consisted of Fifth District Coast Guard units 
participating in the Coast Guard Mentor Program. The major finding was that 
Acclimation to the organizational culture was the area most emphasized by respondents 
on both importance and frequency scales. The activity, have face-to-face discussions, 
was the most frequently performed activity with the most critical value. From the 
narrative portion of the survey, personal satisfaction and networking, emerged as 
benefits. Concerns related to mentoring included lack of time, feelings of exclusion, 
mismatched mentoring styles, hidden agendas, and inappropriate attitude. It was 
concluded that there is discrepancy between one of the goals of the One DOT Mentoring 
Program, that of providing career guidance, and the types of activities engaged in by 
mentors and mentees in the Coast Guard. Participants placed greater value on activities 
supporting orientation to job versus career enhancement.
ANNE MONACO SUTTON 
DEPARTMENT OF EDUCATION 
THE COLLEGE OF WILLIAM AND MARY
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Chapter 1: The Problem
Introduction
From its very inception, the United States Coast Guard has utilized mentoring 
within its ranks and organization. A senior officer assisting a younger officer in learning 
the ropes is commonplace. The 1999 State of the Coast Guard report by Admiral Loy, 
however, has captured the attention of the whole organization and influenced the Coast 
Guard community to work together to achieve a greater level o f readiness. One of 
Admiral Loy’s recommendations is to have greater participation in the formal mentor 
program from all Coast Guard people (Loy, 1999). There is a growing awareness of the 
importance that mentoring contributes to personal and professional development. The 
benefits of mentoring coupled with alarming rates of attrition motivated the Coast Guard 
to examine its own program. Participating in a mentor program assumes acceptance of 
some new and challenging experiences. Mentors and mentees must be risk takers, 
willing to travel from a safe harbor into the sea of uncertainty. Disenchantment, 
knowledge about the importance of mentors, attrition, drop-outs, competition, and the 
changing job mix are six variables that prompted the look into the Coast Guard mentor 
program.
Disenchantment
There is a growing disenchantment with conventional education and training 
programs offered by organizations such as the United States Coast Guard. The United 
States Coast Guard offers many generic training programs such as time management and 
basic communication, as well as technical and job-specific courses. Training to learn
I
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specific job skills is definitely essential to the Coast Guard. Unfortunately, the content o f 
these courses is easily mastered and new employees quickly become eager to gain new 
knowledge and learn new skills. There also is little follow-up to determine whether these 
skills are applied back on the job. Supervisors often lack the motivation or ability to 
reinforce and build on skills learned by new employees in a course. The use of a mentor 
to supplant the supervisor’s role of skill and professional development could result in 
employees obtaining what they desire, expanded skills and an expanded knowledge base 
(Sullivan, 1993).
Importance of Mentors
The most consistent finding across studies (Brock & Grady, 1997; Fischer & 
Shipley, 1995; Shen, 1997) is the importance of support for a new employee in the form 
of a mentor or another professional support system or team. The assignment of a mentor 
is one of the most powerful and cost-effective interventions in an induction program 
(Nelson, 1995). The mentor has been a helpful aspect identified in military induction 
programs because it gives beginners someone to turn to on a daily basis as problems and 
questions arise (Sullivan, 1993).
Within the military forces, there exists a tremendous need for strong leadership. 
Research indicates the trend for mentor programs can be attributed partly to the search for 
leaders (Lehnus & Lancaster, 1996). “Nearly all leaders are highly proficient in learning 
from experience. Most were able to identify a small number of mentors and key 
experiences that powerfully shaped their philosophies, personalities, aspirations, and 
operating styles” (Bennis & Nanus, 1985, p. 188). Research in leadership has helped 
shape policies in the military. Admiral James M. Loy presented the State of the Coast
2
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Guard Final Report on February 4, 1999. In section 7b of the Enlisted Career 
Development Program, there is a statement on preparing the enlisted workforce for the 
twenty-first century (Loy, 1999). The Coast Guard commandment currently encourages 
mentoring for all employees due to the perceived benefit in the development of 
leadership skills. Admiral Loy’s recommendation is aimed at continuing to improve the 
mentoring program.
Conduct a needs assessment and create an evaluation mechanism for this 
program. Repeatedly, the mentoring program surfaced in the focus groups. 
Widespread confusion about the current program, in the face of an obvious need 
for mentoring relationships in the development process, indicates the need for 
greater clarity and accessibility in order for this program to broadly help more of 
our people (Loy, 1999).
The importance of mentors has also been highlighted in other fields including 
education. Many school districts nationwide have started to implement induction 
programs to transition beginning teachers into their first teaching position. One key 
component of many induction programs is a mentor program. Several studies in 
education (Brock & Grady, 1997; Fischer & Shipley, 1995, Huling-Austin, Odell, Ishler, 
Kay, & Edelfelt, 1989; Johnson et al., 1993) have found mentors to be a cost-effective, 
beneficial way to retain qualified, young professionals in teaching.
Attrition
The increasing rate of attrition among military personnel is another cause of 
concern as the United States increases its military involvement in foreign countries. 
About one-third of the first-term enlistees in each of the military services fail to complete
3
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their enlisted terms (Buddin, 1984). The period of highest attrition rate occurs during the 
first six months of service when over 10% of the entering military class is discharged 
(United States Coast Guard [USCG], February 1999). A number of factors were found to 
impact early attrition with military job match and satisfaction being two prominent 
factors. The decreasing rate of retention of military and civilian employees is alarming. 
Between 1993 and 1996, the annual loss rate of civilian workforce exceeded the hire rate 
by about 10% on average (see Appendix A). The overall strength of the civilian 
workforce declined between October 1998 and March 1999 (see Appendix B). The same 
study conducted by the Coast Guard found that the retention rate of commissioned 
officers and chief warrant officers had also decreased significantly (see Appendix C). In 
1993 the retention rate of these individuals was 94%. By 1997, the retention rate dipped 
to approximately 84%. Since the high 16-17% rate of attrition recorded in 1997, Admiral 
Loy requested a series of three studies to be conducted on the non-rate and enlisted work 
force in the Coast Guard (Loy, 1999). As of 1999, the rate of attrition has returned to the 
typical 12%.
The major finding of a study conducted by the National Defense Research 
Institute is the strong relationship between early attrition and a new employee’s previous 
work history (Departmental Office of Human Resource Management, 1999). A time of 
unemployment in the year before military service raises the probability of attrition by 
2.2%. Employees who change jobs frequently before entering their military careers also 
are more prone to early attrition. Individuals with no prior work experience have early 
attrition rates 3.4% higher than individuals with some work experience. These high
4
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attrition rate percentages indicate the importance of counseling new employees in career 
development early to help prevent job drop-out.
High attrition rates are problems in other professions. Shen surveyed 3,612 
teachers, including teachers who stayed in the profession and teachers who elected to 
leave the profession (1997). He found that mentoring played a key role in retaining 
teachers. Other findings o f his study showed that teachers who built career ladders with 
their mentors, had greater decision-making power within the school, and were given 
incentives for working with less than adequate resources, were all more likely to remain 
in the profession. The study suggests that mentoring is one important component of 
overall teacher satisfaction and influences the decision to turn teaching into a lifelong 
career. To help retain teachers, school systems in California, North Carolina, and a 
number of other states are restructuring and expanding their mentoring programs (Hardy, 
1998). The programs can help new teachers feel more welcome and connected and let 
experienced teachers use their skills to develop the next generation of teachers.
Early attrition has implications for military organizations. Currently, joining the 
military is no longer a lifelong career for many individuals (Betz & Fitzgerald, 1987). 
Once their brief stint in the military is over, they elect to move to other professions.
There is a lack of studies in the military that pinpoint when exactly one thinks about 
leaving the military organization. There has been a study in education, however, that 
covered this issue. In a study by Lam, Foong, and Moo, they showed that among 
teachers the stage in which a person thinks of leaving the job, and has the intention of 
searching for another job, is established quickly when certain needs are unmet (1995). 
This is typically at the beginning of one’s teaching career when assimilation into the
5
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school culture is important. They showed that an intervention program that had strong 
collegial relationships or mentoring could enhance career commitment.
Other reasons cited by teachers for leaving the profession include lack of 
influence over decision-making and a sense of collegial isolation (Weld, 1998). In 
today’s technological society, many jobs center on working at a computer for a majority 
of the workday. There tends to be more infrequent interaction with other individuals. 
Individuals in other professions experience this sense of isolation prevalent among 
teachers where technology has infiltrated the work place. Many individuals who have 
joined the military are surprised by the amount of time they spend at a desk filtering 
through paperwork instead of out in the field doing drills. This can be discouraging for 
new recruits looking for action. Ultimately, it can contribute to an increasing rate of 
attrition.
On the positive side, technology can also be used to support retention of 
employees. Mentoring programs are capitalizing on the characteristics of electronic 
communications to support and increase the representation of certain minority groups in 
the military, either through the provision of electronic mentoring opportunities, by using 
e-mail to supplement face-to-face mentoring, or by facilitating the development of 
electronic communities where participants can discuss issues in electronic forums 
(Brainard & Ailes-Sengers, 1994). For example, electronic communications are 
providing unprecedented opportunities for supporting and connecting women in highly 
technical fields. Electronic communications, particularly personal e-mail, have 
characteristics that foster the development of personal relationships on-line. Competitive 
and rigid environments, common in the military, deter women from persisting. Providing
6
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opportunities for women to interact with others who are working in similar areas can 
promote retention. Without these opportunities, women are often excluded too often 
from informal networking and research opportunities (Rheingold, 1993; Walther, 1996).
Drop-outs
Every profession has a certain number of individuals who leave their positions 
each year. This turn-over is natural; however, excessively high tum-over rates in military 
and education professions is problematic given the shortages in these areas. Successful 
mentoring programs focus on the needs of the mentee. It is not difficult to identify at-risk 
employees who are not performing up to the expected level. Individuals can be at-risk 
for a variety of reasons. Each individual needs to work through his or her own 
weaknesses. Personalized mentoring programs that cater to individual needs are effective 
for retaining potential drop-outs (Fenner & Rothberg, 1994). Mentors can conference 
with the individual who needs assistance. This is often the first chance a person has to 
talk about problems with a knowledgeable mentor who can suggest strategies for 
improvement.
The retention rate for new Coast Guard employees has been dwindling in recent 
years. The Coast Guard is losing new recruits following their completion of the first year 
of service at a record rate (Hines, 1999). Coast Guard and other military branches 
currently face a need to incorporate more techniques to increase the retention rate of 
beginning employees. Mentor programs should serve to facilitate the adjustment of new 
employees into the job and culture of an organization. Implementing comprehensive 
induction programs that use mentoring as a key component in the program design could 
encourage better job adjustment.
7
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Competition
Shortages of personnel in particular professions are a national problem (Johnson, 
Ratsoy, Holdaway, & Friesen, 1993). Current shortages of teachers in key learning areas, 
such as math and science, and shortages of minority teachers to create a diverse faculty 
with a spectrum of role models for a diverse student body, have led to remarkable 
changes in teacher education programs (Vail, 1998). There is an interesting chicken and 
egg problem here. On one hand, while some view the costs of instituting a mentor 
program as outweighing the benefits to teachers and employers, the likelihood of 
establishing these programs remains small. On the other hand, until teachers and 
employers can experience the benefits from mentoring programs, it is unlikely they will 
demand these support programs. In other words, until teachers experience the benefits of 
mentoring, the demand is insufficient to justify the institution of mentoring programs 
(Shanker, 1996). Griffin (1985) blamed a lack of concern about teacher mentoring on an 
oversupply of graduating teachers in certain fields, such as elementary education. Only 
the outcomes of studies on mentoring can convince educational policy makers to institute 
mentoring programs in schools in order to increase retention of qualified teachers. Some 
school districts, to compete, emphasize other benefits besides monetary benefits (Fenner 
& Rothberg, 1994; Hardy, 1998). Non-monetary benefits, such as a smaller district that 
offers teachers a comprehensive mentoring program and numerous opportunities for 
professional development, are luring teachers to schools.
The military is another organization that is facing shortages of recruits in crucial 
branches such as the U. S. Army and Air Force. The armed services must compete 
directly with civilian employers for quality personnel; therefore, it is important to find
8
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strategies to recruit and keep quality military recruits. Recent years have also seen a 
decline in propensity for military service (Lehnus & Lancaster, 1996). Interest in 
military service dropped off dramatically from 1991 through 1994. Among all 16-21 
year-old men recruitment declined from 34% in 1991 to 26% in 1994. Many males offer 
reasons such as “other career interests” and “conflicting educational plans” as reasons to 
leave military service (Lehnus & Lancaster, 1996). These figures illustrate the need for 
support to help military recruits decide what they want to do with their education and 
career and how to proceed. Having a mentor as a guide might help these young men and 
women find the right course to take in their career development. The efforts of the 
government have fueled a nation-wide effort to increase the retention of minorities in the 
military. For example, women's programs have been created that support women by 
offering mentoring opportunities, access to women role models, group meetings and 
events (Brainard & Ailes-Sengers, 1994). In the past four years, the U.S. Navy and Coast 
Guard have been losing recruits due to increased deployments overseas. Many young 
men and women find it difficult to be away from their family and country for such 
extended periods of time. Having a mentor, someone to talk to, may help these 
individuals deal effectively with job stress and change.
Changing Job Mix
Newly created jobs between 1990 and 2000 will be substantially different than 
those of previous decades. Changes will restructure the U.S. occupational patterns. A 
number of jobs in the least-skilled job classes will disappear, while high-skilled 
professions will grow rapidly (USCG, 1999c). Overall, the skill mix of the economy will 
be moving rapidly upscale, with most new jobs demanding more education and higher
9
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levels of language, mathematics, and reasoning skills. These occupational changes will 
present a difficult challenge for minorities who are under-represented in the fastest 
growing professions and over-represented in the shrinking job categories. One issue the 
Coast Guard Mentor program hopes to deal with is that of diversity. The Coast Guard 
seeks to recruit and retain more minorities so the organization more closely reflects the 
mix of society. Mentoring is one way to help achieve this goal. Pairing a minority with 
an experienced mentor can help the mentee achieve more rapidly (Ensher & Murphy, 
1997). Mentoring can even be short-term to help someone pass a particular test or select 
coursework for continuing education.
Rationale for Mentoring Study 
A traditional mentoring model is the apprentice learning from a master. In the 
Industrial Age, mentoring focused on career advancement within organizational 
hierarchies. The Information Age of today demands a wide range of interpersonal, 
technical, and cognitive skills, and mentoring is changing to deal with these new needs. 
Recent research on mentoring has examined new forms of and perspectives on mentoring 
and the kinds of learning that result from mentoring relationships.
Experiential Learning
Current mentor programs draw from the theoretical perspective of social 
constructivism (Arredondo & Rucinski, 1998; Powell & Mills, 1994). From this 
perspective, the assumption is that personal knowledge constructed about one’s 
profession arises out of social interactions between colleagues and supervisors. Each 
new employee enters a job with a series of hypotheses and perspectives about the 
profession. Personal experiences and practical knowledge act as a cognitive filter. These
10
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experiences influence how an individual makes decisions about new situations. From a 
constructivist perspective, new employees need outlets for sharing expertise, acquiring 
suggestions for solving problems, and discussing issues to gain new insights (Feyten & 
Kaywell, 1994). Mentors fill the role as collaborators for new employees, offering 
purposeful, pragmatic advice.
Mentoring supports a lot of what is known about how individuals learn, including 
social constructivism, the nature o f learning, and the importance of experiential, 
situational learning experiences (Feyten & Kaywell, 1994). According to constructivist 
theory, learning is most effective when situated in a context in which new knowledge and 
skills will be used, and individuals construct meaning for themselves within the context 
of interaction with others. Experts facilitate learning by modeling problem-solving 
strategies and guiding learners in using new strategies while learners communicate their 
thought processes. Experts coach learners with appropriate aids, gradually decreasing 
assistance as learners internalize the process and construct their own knowledge and 
understanding. These processes are reflected in the mentor’s roles of guide, advisor, 
coach, motivator, facilitator, and role model within a contextual setting (Galbraith & 
Cohen, 1995; Kaye & Jacobson, 1996). Functioning as experts, mentors provide 
authentic, experiential learning opportunities and an interpersonal relationship through 
which social learning occurs.
Beil (1997) relates the mentor’s role in experiential learning to that of birds 
guiding their young in leaving the nest. They support without rescuing, provide aids, and 
have the courage to let learners fail. Learning from experience, “mentees speed past 
learning basic routines and get on to the job... they enjoy a fast linkup between what was
l l
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learned in the classroom and what is needed in the workplace” (Galbraith & Cohen, 1995, 
p. 60). Exploring how experience is transformed into expertise, Cleminson and Bradford 
(1996) identify three types of learning: trial and error, observing an experienced person, 
and guided learning. They suggest that guided learning is characteristic of the most 
effective mentoring. If trust is the foundation of the relationship, mentors give mentees a 
safe place to try out ideas, skills, and roles with minimal risk (Kaye & Jacobson, 1996). 
Learning is more valuable for the mentee when new ideas are linked with real-world 
activities such as short-term projects or work assignments. The knowledge acquired is 
reinterpreted and developed through practice (Cleminson & Bradford, 1996).
Relational Learning
Although learning is a matter of individual interpretation of experiences, it occurs 
within a social context. The interpersonal relationship of mentor and mentee is important 
(Galbraith & Cohen, 1995). Mentoring provides two primary functions: 
career/instrumental and psychosocial. The instrumental function is the external value of 
the relationship. Mentees benefit from their mentor’s knowledge, contacts, support, and 
guidance. The psychosocial function is the internal value of the ongoing interpersonal 
dialogue, collaborative critical thinking, planning, reflection, and feedback (Galbraith & 
Cohen, 1995).
The psychosocial function of mentoring is a form of relational learning. The 
psychosocial function is increasingly being recognized in team environments. Women 
especially have been found to favor relational learning. In Bierema’s study, which 
involved executive women, the “relationships informed them about their company’s 
culture and helped them process both cognitive and experiential learning experiences”
12
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(1996, p. 157). Mentoring is a personalized and systematic way to be socialized into an 
organization’s culture. Having knowledge about organizational culture is important in 
both work and academic settings. One drawback is that socialization can be a constraint 
if the mentee is exposed to a “limited repertoire of practices, views, and expectations” 
(Cleminson & Bradford, 1996, p. 255).
Statement of the Problem
Purposes of the Study
The major purposes of this study were to: (a) discover the types of activities 
mentors and mentees in the U.S. Coast Guard are engaged in, (b) determine the frequency 
of participation in these mentoring activities and their value to mentors and mentees, and 
(c) investigate whether there is alignment between the activities engaged in by mentors 
and mentees and the activities recommended in the One DOT Mentoring Program. 
Research Question for Phase I -  Identification of Mentoring Activities in U.S. Coast 
Guard
I.1. What are the mentoring activities reported by mentors and mentees in the 
United States Coast Guard?
Research Questions for Phase II -  Implementation
II. I . What amount of time do mentors and mentees spend on the mentoring 
activities identified in Phase I?
n.2. How valuable do mentors and mentees perceive the mentoring activities 
identified in Phase I to be?
II.3. What are the benefits and concerns related to the mentoring activities in 
Phase I expressed by mentors and mentees?
13
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II.4. What other types of informal mentor relationships do mentors and mentees 
in the Coast Guard engage in aside from the formal mentor program?
Research Question for Phase III — Discrepancy Analysis
III. 1. To what degree do the mentoring activities of Coast Guard employees 
match the Department of Transportation (DOT) model mentor program?
Significance of the Study
Extensive research in business has clearly shown the benefits that mentoring 
brings to the organization and to the individuals involved in the mentor-mentee 
relationship. One dramatic example is Roche’s study of 4,000 successful businessmen. 
These executives were asked whether they had mentors. Results of the study found that 
those executives who reported engaging in a successful mentor-mentee relationship made 
more money, tended to follow a career plan, were better educated, and were happier in 
their careers than those executives without mentors (Roche, 1979).
In the area of leadership and personnel management much has been studied, 
hypothesized, and pontificated concerning the benefits and practice of leadership that 
incorporates positive expectations and career development; however, actual practice is 
distant to these premises (Dreher & Ash, 1990; Glickman, 1990). On one hand, 
organizations strive to cultivate leaders, but there are few formalized programs developed 
and aimed at employees at all levels. On the other hand, the formalized programs that do 
exist are rigid and highly controlled by the organizational leadership with little room for 
employee input. Mentoring requires that some of the management hierarchy be broken 
down in order to provide mentors with the freedom to share and evaluate mentees. If
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these tactics can become a regular part of the induction of personnel in the future, a 
distinctly different approach to management may “trickle up” to our leaders of tomorrow.
Definitions Used in this Research Study
For the purpose of this study, the following terms were defined as follows below.
Mentoring. Career development partnership between two people.
Mentee. An individual, who receives work place assistance, guidance related to 
career development planning, and insight into organizational dynamics. For the purposes 
of this study, a mentee will be identified as an individual employed by the Coast Guard 
who seeks formal guidance or assistance from another person.
Mentor. An individual who helps the mentee clarify and achieve his or her career 
and professional goals by sharing insights and knowledge gained through experience.
For the purposes of this study, a mentor will be identified as an individual, military or 
civilian in the Coast Guard, who volunteers to provide formal guidance or advice to 
another employee.
Dyad. The collegial partnership between two individuals, known as a mentor and 
mentee, for the purpose of mentoring.
Coaching. A face-to-face process that helps a mentor analyze and improve the 
performance of his or her mentee.
Limitations of the Study
The following limitations apply to this study.
1. The activities listed on the survey instrument do not mirror the activities listed in the 
One DOT Mentoring Program. The activities compiled on the survey reflect the 
literature base on mentoring.
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2. The responses to mentoring activities, concerns, and other informal mentoring 
practices were based on self-report by participants.
3. There may be other activities that affect perceptions to the mentor program that will 
not be identified in this study.
4. The list of activities on the Mentor Survey were all activities advocated by the One 
DOT Mentoring Program; however, there are some One DOT Mentoring Program 
activities that were not measured on the survey.
Major Assumptions 
Listed below are the major assumptions underlying this study.
1. Mentors and mentees are participating in the mentor program on a voluntary basis.
2. The Coast Guard Mentor Program is aimed primarily at career development and 
enhancement with activities to foster this goal.
3. Data are assumed to be a random sample for purposes of statistical analysis including 
the Chi-Square test.
4. Respondents will report honestly regarding their perspectives.
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Chapter 2: Review of the Literature
Introduction
The purpose of this study is to determine the activities engaged in by mentors and 
mentees, and the relationship of these activities to the benefits and concerns expressed by 
the participants. In this chapter, the literature providing the theoretical, empirical, and 
methodological foundations for the proposed study is discussed. The chapter is 
organized into the following headings: (1) Definition of Mentoring, (2) History of 
Mentoring and Applications to the Military, (3) Mentoring Traits and Characteristics, (4) 
Role of Mentoring in Business and Education, (5) Impact of Mentoring on Participants, 
and (6) Summary of the Literature Review.
Definition of Mentoring 
Mentoring links employees with experienced professionals for professional 
development. It can be simple or sophisticated. Mentoring is typically defined as a 
relationship between an experienced and a less experienced person in which the mentor 
provides guidance, advice, support, and feedback to the mentee (Burke, 1994; Murray & 
Owen, 1991). Mentoring is a way to help new employees learn about organizational 
culture, to facilitate personal and career growth and development, and to expand 
opportunities for those traditionally hindered by organizational barriers, such as women 
and minorities (Bierema, 1996; Gunn, 1995). Mind provides the most professional 
definition of mentoring in terms of career development. Mind (1993, p. 26) states that 
mentoring is “a relationship, not just a procedure or activity, where one person 
professionally assists the career development of another, outside the normal manager
17
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
subordinate relationship.” The benefits of mentoring are not only work related. 
Mentoring can provide individuals with opportunities to enhance cultural awareness and 
the potential to lead meaningful lives (Galbraith & Cohen, 1995). Mentoring 
relationships are widely recognized as a key career resource in organizations.
Zey, in a two-year study of the mentor process (1984), concluded that the issue of 
personality, fit, and chemistry is different from the issue of career needs and goals. In his 
study, Zey hypothesized that warmth, interpersonal dynamics, and personal friendship 
would characterize the relationship between a mentor and mentee. He found that few 
relationships followed this pattern. Zey found that a crucial component of the 
relationship is the ability to work together and have mutual trust, respect, and a belief in 
each other’s ability to work competently. Personality did not emerge as an important 
theme. Zey concluded that mentoring programs could have vastly different goals. In 
fact, what is actually occurring in a mentoring relationship may not mirror the initial 
goals that were established between the individuals or by the program.
Definition and Roles of Mentor
Mentors are generally defined as individuals with advanced experience and 
knowledge who are committed to providing support to and increasing the upward 
mobility of their mentees (Hunt & Michael, 1983; Kram, 1985). A mentor oversees the 
career and development of another person. He or she helps the mentee clarify career 
goals and carry out a plan to reach those goals by sharing the insights and knowledge 
they have gained through their experiences. The role of the mentor includes coach, 
teacher, motivator, counselor, guide, advisor, role model, and sponsor. Some criteria 
have even been established for mentors in certain organizations (Beebe & Margerison,
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1995). Some criteria for mentors include a willingness to accept the responsibilities of 
the assignment, exemplary job skills, a minimum of three to five years of successful 
experience on the job, and a demonstrated commitment to continued professional 
development. Mentors should understand how influential their modeling is likely to be, 
and should plan carefully to help another individual.
A mentor is one who is genuinely interested in people and has a desire to help 
others. A successful mentor knows how to effectively communicate and listen. A 
mentor must be able to resolve conflict and give feedback. Mentors serve as motivators. 
Through encouraging feedback and challenging work assignments, a mentor can motivate 
a mentee. To be an effective teacher, a mentor must thoroughly understand the skills 
required by the mentee’s position.
A mentor is usually 8- to 15- years older than the mentee (Fast, 1999). Translated 
to the military, it means someone who is at least two ranks senior. Usually mentors are 
successful and have a high rank or position in the organization. Mentors tend to possess 
these characteristics because the large differences in rank and age reduce the amount of 
professional threat that might be felt from an eager, motivated new employee. A mentor 
must be confident in his or her career so that pride for the mentee’s accomplishment can 
be genuinely expressed. A good mentor tends to be a professional achiever, someone 
who can inspire a mentee with the same drive for achievement.
Mentors are respected by their peers and possess a lot of knowledge about the 
organization in order to maintain a network of resources and contacts. Other individuals 
within an organization often consult mentors. Historically, mentors have been 
predominantly white males, possibly due to their prevalence in senior organizational
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positions. As more women have pursued careers, more research has focused on women
mentors.
Two basic aspects of mentorship are career and psychological (Murray & Owen, 
1991; Russell & Tinsley, 1997). The mentor is responsible for both aspects. The career 
aspect of mentorship involves sponsorship of a mentee. The mentor provides the 
newcomer exposure and visibility. Mentors can help new employees find challenging 
assignments which will allow them to progress in career development. Most mentors are 
in a position to know which type of assignments are right in terms of career and personal 
growth. It should be made clear, however, that military leaders are not in the business of 
giving the best jobs to a select few and ensuring promotions for their mentees. Mentors 
help mentees help themselves succeed, not cause their success. The mentor also coaches 
the beginning employee. The mentor provides advice and constructive criticism, working 
to maximize the mentee’s strengths and minimize weaknesses.
The second aspect of mentorship, the psychological one, consists of several roles. 
The mentor serves as role model, counselor, and friend to the beginning employee 
(Ragins & Scandura, 1994). On a regular basis mentors let mentees see how they lead 
and make decisions. Mentors impart values, moral and ethical responsibilities, and 
standards of conduct by which they live through their speech and actions. Trust is a key 
part to this aspect of the relationship (Kram, 1985). The mentee must believe that he or 
she can openly discuss concerns or issues with the mentor knowing that the relationship 
will not end or one’s job will not be in jeopardy as a result of what has been shared.
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Definition of Mentee
The definition of mentee depends on context. There are two types of mentees 
(Galbraith & Cohen, 1995; Kram, 1985; Murray & Owen, 1991). The first type is the 
person who is new to an organization and has a need for a more experienced person to 
pass on information about the organization’s knowledge, culture, and politics. The need 
for this knowledge helps the mentee to succeed and feel included in the organization.
The other type of mentee is a more experienced person who is seeking professional 
guidance to reach a particular career goal. This study focuses on the first type of mentee, 
the novice. There really are no typical characteristics of mentees as there are for mentors. 
Usually the mentor-mentee relationship is based on the needs of the mentee.
History of Mentoring and Applications to the Military 
In Greek mythology, Odysseus, King of Ithaca, asked his friend, Mentor, to guide 
his son, Telemachus, along the journey from youth to maturity. Mentor was a wise old 
sea captain respected by Odysseus. Before departing for the Trojan Wars, Odysseus left 
Telemachus in the care of Mentor. Mentor turned out to be the goddess, Athena, who 
had assumed the form of a human. Mentor personally took over the responsibility of 
educating and guiding Telemachus into adulthood. The mentorship of Telemachus lasted 
during the ten-year siege of Troy and throughout the next ten years, the time it took 
Odysseus to journey home. Mentor took on the role of trusted friend and counselor, 
providing the model for what we call mentoring today. The word, mentor, originated 
from the book, The Odvssev. written by Homer. In Greek, mentoring comes from the 
word meaning “enduring.” Mentoring relationships should last for an extended period of 
time. Daloz describes mentors as guides who, “lead us along the joumey of our lives.
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We trust them because they have been there before. They embody our hopes, cast light 
on the way ahead, interpret arcane signs, warn us of lurking dangers, and point out 
unexpected delights along the way” (1986, p. 17). Although described in a metaphoric 
sense, Daloz reveals the potential of applying mentoring tactics to help a beginner as he 
or she begins a new career path. In modem times, the word mentor has been used to refer 
to a relationship in which a knowledgeable person aids a less knowledgeable person (O 
Neill etal., 1996).
While mentoring is not a new concept in the history of professional development, 
its systematic applications within the military induction process have spread rapidly 
within the last ten years. In some instances these efforts have come from government 
mandated programs designed to influence the induction process in various ways. In other 
cases individual divisions have recognized the need to improve the induction experience 
of new employees and have developed mentoring programs based on their local needs.
Mentorship in the military has been through ups and downs as leaders and 
organizations have struggled to define, formalize, and standardize it. In 1985, General 
John C. Wickham, Jr., Chief of Staff to the Army, designated leadership as a major 
guiding theme. He outlined eight ideas that became a framework for building more 
effective leaders (Buddin, 1984). His first statement was a challenge for every leader to 
be a mentor to junior soldiers. The idea is that sharing one’s knowledge and leadership is 
the most important thing one can leave to future generations.
Comparison of Mentoring and Leadership in the Military
Leading and mentoring have become synonymous in the military in recent years. 
Increasing complexities, shortened decision cycles, and demands placed on the military
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community have increased the role for senior leaders in shaping new employees and 
contributing to their success. Growth in technology allows the military to provide 
unprecedented intelligence support; however, the ability to think critically, analyze, and 
synthesize still remain higher-level skills for new employees that are in demand. These 
skills must be coupled with the ability to lead and operate independently in organizations. 
The military places a high value on the development of leadership skills. The ranking 
system in the military is based on a hierarchy of leadership. There are clear differences 
between being a leader and being a mentor. At some time or another in an individual’s 
life, he or she will take on the role of leader. Leaders develop, coach, advise, and 
motivate subordinates as a routine part of their duties. This is part of normal professional 
development and should not be confused with mentorship. In a formal mentoring 
relationship there needs to be a special chemistry. In the military, the leader role may last 
for only the duration of another rated individual’s assignment (Knackstedt, 1994). A 
mentor relationship, on the other hand, can last for a longer period of time. An individual 
may even maintain a long-distance relationship with his or her mentor following orders to 
transfer.
The United States Coast Guard as a Branch of the Military
The Coast Guard is arranged in rank and structure organizationally like its 
Department of Defense (DOD) counterparts. The structure of the Coast Guard follows 
true DOD military organization. This is due to the fact that in times of war the Coast 
Guard falls under Navy jurisdiction. In peacetime the Coast Guard operates under the 
Department of Transportation (DOT). Compared to the other military divisions, the 
Coast Guard has more of a multi-mission to include lifesaving and peacekeeping. The
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Coast Guard includes full-time active duty military, part-time reserve, auxiliary, and 
civilian personnel.
The United States Coast Guard has a Leadership and Professional Development 
Division which is the program manager for the Leadership Development Program, the 
Leadership Development Center, the Mentoring Program, Career Development Advisors, 
and Civilian Professional Development. The Leadership Development Center is the hub 
for leadership development for the entire Coast Guard work force, military and civilian. 
The Leadership Development Center is responsible for the Coast Guard mentoring 
program. The goal o f the program is to fulfill the need for professional and personal 
development.
The partnership between mentoring and leadership has grown stronger since the 
development of Coast Guard Leadership Competencies (United States Coast Guard, 
1999a). Leadership competencies are measurable patterns of behavior essential to 
leading. The Coast Guard has identified 21 competencies consistent with the missions, 
work force, and core values of honor, respect, and devotion to duty. The competencies 
generally fall into three broad categories: self, working with others, and performance, 
although some competencies overlap categories. Mentoring is specifically described 
under the category called working with others. Leadership involves working with others 
to achieve goals. Coast Guard people interact with each other in many ways, including 
supervisor, mentor, team members, team leader, manager, colleague, or subordinate. 
Within the working with others category, mentoring is listed as a subcategory. The three 
behaviors listed for this competency include:
(1) Assist others in their development by sharing your experience and knowledge.
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(2) Provide feedback to others on their leadership and'career development.
(3) Help others identify professional goals, strengths, and areas for improvement 
(USCG, 1999a).
Mentoring related activities, including taking the Mentoring in a Diverse 
Workforce Course and participating in the mentoring program are both listed as essential 
competencies for individuals in the civilian, enlisted, officer, and auxiliary work forces.
Origins of U.S. Coast Guard mentor program. The U.S. Coast Guard started a 
mentoring program in 1991 after a leadership study found that mentoring is a major 
factor in retaining personnel in an organization. The Mentoring Program was initiated in 
1991 after a Headquarters Leadership Study Group, exploring ways to expand retention, 
found that research studies showed mentorship to be one of the top three factors affecting 
retention. Mentoring has always been encouraged in the Coast Guard. In the past, 
mentors were sometimes called “Sea Daddies.” The program begun in 1991 was 
comprised of training and a matching system in which a committee in Coast Guard 
headquarters matched persons requesting mentors with persons seeking to mentor others.
The mentor program was comprised of a five-day training course and a “formal” 
network where people sent in applications volunteering to be a mentor or requesting a 
mentor. Personnel at Coast Guard headquarters in Washington, D.C., then made matches 
according to career field, grade, or what the person requesting the mentor said they 
needed. This meant that matches could be made between Coast Guard employees 
stationed at opposite coasts of the United States. This type of matching became 
unmanageable as the program expanded to include everyone in the Coast Guard. 
Resources and budgets became constrained as a result. The program could not possibly
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meet the expectations of everyone who applied. Sometimes matches could not even be 
made. This happened for several reasons. More applications were received to be 
mentors than mentees. Due to the diversity of the organization with respect to 
geographical location, individuals could be assigned to places where there was no mentor 
available. Also, people made specific requests for mentors where there were no suitable 
matches.
Mentor matches were made when persons, either volunteering to be mentors or 
persons seeking one, sent in a one-page application form to Coast Guard Headquarters 
where a committee made the matches, sent out letters notifying participants of matches, 
and conducted follow-ups to ensure that matched individuals started working together. 
This appeared to work well for the first few years until the program expanded to include 
more segments of the Coast Guard including reservists and civilians, and the downsizing 
of 1994 and 1995 eliminated the positions at Headquarters that managed the matching 
program. The Coast Guard was increasingly emphasizing Team Coast Guard so there 
was a push to develop a program accessible to all Team Coast Guard members.
The Coast Guard, compared to other branches of the military, has a relatively 
small size with many spread out units. When research began proving that e-mail 
connections work well, the Coast Guard decided it could best be served by utilizing the 
high technology of Standard Workstation HI (SWSIII). A computer database was built in 
which persons could either volunteer to be a mentor or seek one from persons who had 
volunteered to do so. Research by the Center for Creative Leadership, showing that the 
most successful programs are ones that are voluntary and mentee-driven, confirmed the 
decision. Work was conducted for an entire year to develop the kinds of information that
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would be helpful to each segment of the Coast Guard for this database and to learn how 
to use an ACCESS based system whereby possible matches would automatically be 
shown to people seeking mentors.
During 1997 the Mentoring Program Coordinator served on a Vice Presidential 
Commission with others from the DOT to develop a cross-modal mentoring program for 
all employees of the DOT. The DOT had a mentoring program in the past but no longer 
had one; however, they had an out-of-print mentoring “guidebook” with chapters on what 
it takes to mentor and so the guidebook was placed on the One DOT web site. In 1997 
the Coast Guard mentor program was expanded. The Coast Guard initiated a partnership 
with the DOT to develop a “One DOT Mentoring Program” that is accessible through the 
Internet. The Coast Guard developed their web site and put a direct link to the DOT 
guidebook. The Coast Guard added chapters on Frequently Asked Questions (FAQs), 
how to mentor effectively, and what to look for in a mentor.
One program recommendation was that people have mentors outside their chain 
of command or immediate office. While all good supervisors mentor their personnel to 
some extent, there are several reasons for the recommendation. First, there are time 
constraints on supervisors. Second, it could diminish the freedom for the mentee to 
discuss items that could affect an evaluation. Third, supervisors may not be subject 
matter experts in all their subordinates’ specialties. The combined program with the 
DOT proved very cost effective. Contributing efforts into a cross-modal system was 
easier than having each agency reinvent the wheel.
The mentoring training is available for mentors and mentees. Unfortunately, 
there is a two-year waiting list to be accepted for the course. The Coast Guard team has
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addressed how to expand the mentoring training. There is concern about personnel who 
may never be able to have release time to attend a five-day course. A two-day road show 
was developed that is currently being piloted in the field. Instructors have traveled from 
Alaska to Florida taking the pilot program to field units since December 1998. The two- 
day road show is very interactive, addresses all subjects in the five-day course, but is 
more concise.
The U.S. Coast Guard mentor program in present form. In February 1999 
Admiral Loy approved a comprehensive career development program (Donahue, 1999).
It took two years of research and analysis by three study teams to develop the program. It 
was one of the most sweeping sets of studies in Coast Guard history. At the conclusion 
of the studies, the next step was to communicate the findings and recommendations. The 
program contained more than 75 recommendations. Nearly 10,000 Coast Guard men and 
women were briefed on the program. Among the general recommendations was to 
improve the mentoring program. Creating a human resources database to capture a 
comprehensive list of potential mentors and mentees was and is the fundamental idea 
(Loy, 1999). The goal would be to improve career planning and career expectations for 
the future. New roles of the mentor would include coach, role model, and career 
counselor.
In 1999, the domain of the mentor program came under The Coast Guard 
Leadership and Development Center, located in New London, Connecticut. 
Simultaneously, the Coast Guard boot camp, located in Cape May, New Jersey, initiated 
a study to discover factors that help students transition into the military world of work. A
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mentor program has been identified as a potential factor in facilitating transition from 
boot camp to a Coast Guard unit.
Coast Guard people have always mentored others. This program provided a way 
for people to help those who can not find their own mentor in their locale. The Coast 
Guard added a direct link to the matching system from the web (Departmental Office of 
Human Resource Management, 1999). The benefit was that personnel could reach 
beyond the Coast Guard borders to seek mentors in other DOT agencies. As a result of 
this partnership, Coast Guard employees can search for a Coast Guard mentor or search 
for a mentor from another agency. This facet is helpful because it includes civilians, 
reservists, auxiliarists, and all Coast Guard personnel. It is beneficial to Coast Guard 
employees because they can form a professional developmental relationship with an 
individual in a field in which they inay be hoping to transition into sometime in the 
future. Long distance mentoring partnerships take place over telephone and e-mail. 
Originally the information put into the initial cross-modal matching program did not 
include all the expanded information personnel needed to make specific choices. Optional 
blocks such as collateral duties, past assignments, interests, hobbies, and other experience 
indicators were added to the electronic matching form. The DOT’s contractor was 
commissioned to add enhancements to the One DOT for Coast Guard personnel, and the 
Coast Guard paid for those enhancements. The key word search capability that was 
added is available to all users. The system went up in May 1999. The system kicks out 
quarterly reports with statistical information. For example, it could provide information 
such as 14 Machinery Technicians (MKls) have requested mentors but there were only
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two Machinery Technician Master Chiefs (MKCs) in the system who volunteered to
mentor.
Leading and mentoring will be more important than ever in the future as the Coast 
Guard prepares new members for military life in the twenty-first century. Modules on 
mentoring awareness have been added to all Coast Guard Schools, and the District Career 
Development Advisors promote it throughout the field. The goal is to ensure that all 
personnel new to the organization are hooked up with someone for the first year who can 
pass on to them the culture of the Coast Guard, helping them to become part o f the 
organization and helping them to succeed. Increased complexities, shortened decision 
cycles, and demands placed on the work force will increase the role for leaders in shaping 
new employees and contributing to their success. Beginning a new career path can be 
complex. Professional, family, and personal demands and goals must be in harmony. It 
is a significant role for a mentor to guide a mentee into a new job in order to ease any 
difficulties encountered.
A mentoring connection provides a one-to-one connection between someone who 
has experience and knowledge to offer and someone who wishes to learn from that 
experience and knowledge. The Coast Guard’s Mentoring Network is an example of a 
mentoring program containing career enhancement goals. The experience and 
knowledge sought and offered may cover items that are of immediate concern or items 
that are of career-long concern. Examples include: preparing an application for Officer 
Candidate School (OCS), the Preparatory Program for Enlisted Personnel (PPEP), 
submitting an application to the Advanced Computer and Electronics Technology 
(ACET) program, preparing a graduate school or special duty application package;
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preparing for flight school; preparing for a first shipboard or shore operations assignment; 
learning about a different occupational field; learning what staff duty is like before you 
get there; or just exploring what other parts of the Coast Guard are about.
The mentor program in the Coast Guard is aimed at senior leaders working to 
enrich young leaders. The movement encompasses short- and long-term professional 
development, coaching, and guidance. The linkage that results from a mentor 
relationship creates a strong bond between individuals. This is the greatest legacy that 
the military leaders can leave to future leaders.
Ethical considerations related to mentoring in the U.S. Coast Guard. The 
mentor/mentee relationship presents many ethical issues. Ethics refers to standards of 
moral and professional conduct (USCG, 1999a). Clear expectations regarding the 
relationship of mentors and mentees, the ground rules for their association, the 
understanding of the code of behavior for the U.S. Coast Guard, and the extension of 
confidentiality, outline the way for maintaining ethical behavior on behalf of the mentor. 
Often people in certain occupations such as attorneys, consultants, and counselors, 
operate from an established code of ethics. Codes merely stress adherence to rigorous 
standards. Specific codes of conduct for mentors do not currently exist and probably will 
not for informal mentoring relationships. Most professionals who operate in mentoring 
relationships use ethical guidelines from their other professional organizations or 
employers (Kram, 1985). Mentors in the U.S. Coast Guard already have an existing code 
of behavior, personnel procedures that provide very broad and specific guidelines that 
would cover ethical concerns.
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Mentor/mentee relationships are usually complex relationships, especially in the 
uniformed services. In an organizational context, the parameters of the relationship are 
well established. In the U.S. Coast Guard, for example, the mentoring relationship of 
senior to junior officers is a fully sanctioned relationship. The parameters of the 
relationship, however, must conform to the standards dictated by the organization. In the 
U.S. Coast Guard this is accomplished by maintaining the focus of the relationship on 
career-related issues.
In the U.S. Coast Guard mentoring is currently considered an informal 
relationship. Since it is done within the auspices of the U.S. Coast Guard there are 
expectations to follow certain guidelines. Informed consent, the sharing of all pertinent 
information with the mentee, and maintaining confidentiality are two rights that must be 
upheld.
Matching participants in the U.S. Coast Guard mentor program.
The mentor program created by the DOT has an action plan framework. A 
flowchart depicting the Coast Guard Mentor Program action plan framework is in 
Appendix D. The action plan consists of goals, expectations, a time line, list of 
resources, accessibility to mentor, description of the role of the mentor and role of the 
recipient or mentee. Selection and matching of the mentor and mentee includes needs of 
the mentee, experiences and skills of the mentor, style compatibility, availability and 
accessibility, contact preference, and scheduling and logistics. The focus of the 
mentoring program is to provide support and guidance for someone who is just starting 
out in the field or who wants to build professionalism and self-confidence. While a 
mentor is generally looked upon as one person, a mentoring program provides
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opportunities to receive support from a group of individuals from varied backgrounds 
with varied strengths and experience. This can be a lifesaver when one begins a position 
from ground zero and has little or no idea where to find the resources that are needed to 
reach one’s full potential.
In most informal mentoring, matching occurs naturally as a mentor selects a 
mentee with whom he or she wants to work, or a mentee finds the source of information 
that he or she desires and attempts to find a relationship to support that end. In a larger, 
more formal program involving a wide variety of mentoring pairs, natural pairings may 
be too time-consuming and may leave some individuals, such as minorities at a 
disadvantage for obtaining an effective mentor (Myers & Humphreys, 1985; Noe, 1988). 
The U.S. Coast Guard uses a database for matching individuals for mentoring purposes 
similar to the one described by Caldwell and Carter (1993). Before creating a database, 
goals must be established. Criteria determination for selection, development of an 
application form based on the criteria, and solicitation of volunteers for participation, are 
all critical steps. Applications are then used as a database from which mentees with 
specific needs can be effectively and efficiently paired with individuals who can provide 
the most insight and assistance. Selection criteria for mentors and mentees can be 
separate and weighted differently. Potential mentors, for example, may need to possess 
the ability to provide feedback on performance levels and progress and tutor-specific 
skills, while mentees may need to possess the ability to attend regular meetings with the 
mentor and willingly assume responsibility for professional growth and development.
Other components of the U.S. Coast Guard mentor program. Coast Guard 
Headquarters and the DOT support and recommend participation in the mentoring
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program by all personnel for personal and professional development. The program is 
mentee-driven so that the experiences are based on the needs of the new employee. The 
program is designed to facilitate the sharing of experiences by successful employees who 
volunteer to serve as mentors.
The mentors share information, insight, and techniques relating to their expertise 
and experiences to less experienced individuals who wish to participate as mentees. 
Mentoring is a broad effort that looks to further both the career goals of the employee and 
the future needs of the organization. The objective of the program is to improve present 
job skills and abilities while increasing productivity and improving marketability. The 
program provides employees with information and techniques that will assist them in 
career development, improve mentor and mentee morale and confidence, develop 
professional insights between the mentee and the mentor, and compliment affirmative 
action initiatives.
Another feature of the “One DOT Mentoring Program” is training. A person who 
volunteers to become a mentor can voluntarily attend a five-day mentoring course that 
provides in-depth training in effective mentoring, working with differences, skill building 
in communication, counseling, conflict resolution, career advising, and ethics of 
mentoring. The five-day training course is conducted by contractors, Coast Guard 
personnel, and facilitated by the Coast Guard Mentor Program Coordinator. It has been 
conducted for 20 students from five to eight times per year since 1991. The program 
addresses what mentoring is and what it is not, the different types of mentoring, the nuts 
and bolts of how to do it effectively, whether formally or informally, and enhancement of 
those skills needed to mentor effectively. Many research studies proved that informal
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mentoring occurs most often between persons with similarities. This helped the Coast 
Guard focus energy towards development of a program that helped people better 
understand themselves and others.
The mentor program also contains modules on gender differences, cultural 
differences, and personality differences using the Keirsey Bates test. The program 
emphasizes that many other differences, such as education level, marital status, 
commissioning source, and rates, can impact on workplace interactions and mentoring 
partnerships. Skill enhancement in coaching, counseling, career advising, goal setting, 
communications, and ethics follows the modules.
A session in which students practice the combined skills of mentorship utilizing 
real life career challenges they or someone they know has experienced ends this portion 
of the course. Sessions by Enlisted Personnel Management (EPM), Officer Personnel 
Management (OPM), and Civilian Personnel then bring these potential mentors the 
knowledge of what current issues are going on in their areas that can affect career 
development. The Commanding Officer of Training Center Yorktown presents a model 
for how to succeed in the Coast Guard. The final morning of the training, one of the 
Coast Guard flag officers has breakfast with the students and conducts a two-hour 
discussion. The goal is to find out from participants what is going on in the field in the 
Coast Guard. He, in turn, gives a brief and answers any questions about what is going on 
at the top and in the future. Critiques are completed and certificates presented by the 
admiral. Students are expected to conduct an “all hands” or “unit briefing” of some kind 
to expand awareness of the mentoring program to others upon their return from the 
course.
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Starting the “One DOT Mentoring Program” is relatively easy. Coast Guard 
headquarters has established a web site to become involved in the mentoring program as 
a mentor or mentee. Coast Guard Headquarters has refined the site recently to make it 
user-friendly. Employees can simply access the Internet from work and sign on as a 
mentor or mentee.
The Coast Guard recommends that mentors and mentees make an initial 
commitment of six months to one year for mentoring to occur successfully. After that 
time, the mentor and mentee should discuss what they have accomplished, whether it 
would be beneficial to continue, and what to work on in the future. It is important to 
stress the role of continual evaluation of the program in order to achieve the maximum 
benefits. Since the program is mentee-driven, the outcomes are only as good as what the 
mentee extracts from the program and from his or her mentor.
Advantages of E-mentoring in the Coast Guard mentor program.
One unique component of the U.S. Coast Guard Mentor Program that deserves 
special attention is the emphasis on the use of technology to support mentoring 
relationships. E-mentoring is the fortuitous merger of mentoring with electronic 
communications, made possible by the increased availability of electronic 
communications in the workplace (Guernsey, 1997). Electronic communications provide 
a flexible communication environment independent of time and space, allowing for 
asynchronous exchanges, making them an ideal medium for mentoring (Steinberg, 1992). 
Failure to meet based on time and space constraints has doomed more formal mentoring 
relationships than any other factor (Noe, 1988).
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The electronic mentoring program described in Eisenman and Thornton’s study 
(1999) of new teachers parallels the mentor program offered by the U.S. Coast Guard and 
the Department of Transportation. The Coast Guard supports long-distance mentoring 
relationships because of easy communication through e-mail. E-mail serves as a vehicle 
to focus on key issues (Smith, 1998). Mentors can respond to given questions and 
dilemmas. Questions and dilemmas reflect themes that emerge from interactive 
electronic dialogue. Using e-mail is a good strategy because one can critically think 
about one’s own methods and strategies before responding (Armour, 1999). 
Communicating using e-mail allows for the construction of thoughtfully written messages 
without the pressure of immediately responding, such as in communicating orally 
(Sproull & Kiesler, 1992).
Many of the matches made in the Coast Guard formal network are between 
people who have never had a chance to meet. They communicate by e-mail and 
telephone. Naturally, because it can be harder this way, these matches can be more 
difficult to maintain; however, many people are located in places with few other people, 
so there may not be a good mentoring candidate available. Work schedules have been 
found to hinder successful mentoring relationships (Myers & Humphreys, 1985). If a 
mentee is going to require a number of immediate help sessions, and the selected mentor 
spends most of his or her time traveling, the pair may encounter problems. Electronic 
mentoring can provide the needed flexibility that must be required with frequent travel. 
Many mentees have found e-mail connections to work, as they can take their time to 
express themselves, and some find it easier to open up about their concerns by writing 
them down. The ideal mentoring connection would occur when a mentor and mentee
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could meet weekly to go over an individual’s leadership development plan and discuss 
progress over a cup of coffee, but the ideal is not always possible.
Since e-mentoring in the Coast Guard is in its infancy, more research is needed. 
As e-mentoring has increased and the recruiting efforts aimed at e-mentors has needed to 
be increased, motivation to volunteer for a mentor program should be explored (Single, 
Jaffe, & Schwartz, 1999). In the Coast Guard, there has been a lack of specialized 
training for electronic mentoring. For e-mentoring programs, training can focus on 
introducing issues relevant to the target population, such as enculturation issues (Boyle & 
Boice, 1998). The goal of specialized training is to equip e-mentors to be flexible about 
their expectations for the mentees, and to learn how to assess and respond to the needs of 
their mentees. rather than imposing personal expectations on them (Single, Jaffe, & 
Schwartz, 1999).
Coaching is a word with a unique meaning in the context of mentoring. Coaching 
is a face-to-face process that helps a mentor analyze and improve the performance of his 
or her mentee. Coaching is different from training (Single & Muller, 1990). Where 
training occurs at the onset of a program, coaching occurs throughout the program. 
Coaching is particularly useful in electronic mentoring due to the inherent brevity of e- 
mail communication. Coaching messages are discussion suggestions or mentoring tips 
that are appropriate for the program goals and the mentee. Coaching messages are short 
e-mail messages, typically that the mentee can read without having to scroll down the 
screen, and are sent weekly or biweekly.
Coaching messages in an e-mentoring setting serve multiple purposes. First, they 
provide incentives for mentors and mentees to stay in contact (Boice, 1990). If e-mail
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exchanges have lagged, then the coaching prompts a nice opportunity to start up the 
exchanges again. Second, coaching messages help the e-mentoring pairs along phases of 
the mentoring relationship described by Kram, including initiation, cultivation, and 
separation (1983). Third, the coaching messages can contain additional resources for the 
participants. Each message can also refer to a web-based resource that contains 
information about the suggested discussion topic. Finally, coaching messages allow the 
program coordinator to stay in contact with pairs in the e-mentoring relationship by 
providing brief consultation through e-mail.
Mentoring Traits and Characteristics 
Mentoring tends to fall into two categories, formal and informal. Formal 
mentorship is an organized process of a veteran employee assisting a novice. Informal 
mentorship occurs when one person assists or explains something to another. Many 
mentor programs focus on a combination of formal and informal characteristics (Nelson, 
1995). The formal characteristics typically consist of mentor selection and regular 
meeting participation. Informal characteristics develop out of the expressed needs of new 
employees.
Formal mentorship. There are six steps in conducting a formal mentor program 
(Isaacs, 1998). The six steps are: (1) set a goal, (2) recruit participants, (3) interview 
participants, (4) match mentors and mentees, (5) train mentors, and (6) evaluate the 
program. One important aspect of a formal mentorship is training of the mentor. To 
establish formal mentor programs, many organizations use a consulting company. A 
consulting company offers a range of programs. A very structured arrangement might 
have the company recruiting, interviewing, and training mentors. A less structured
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arrangement would mean that the company gives the materials to the organization to set 
up the mentor program on their own. Casual consultation leads to a less formal program. 
When an organization does not give managers the task of assigning mentors, a company 
can administer tests that evaluate the strengths and weaknesses of mentors and novices 
and pair them accordingly. Formal mentor programs are most successful when they are 
linked to the goals of the organization (Kram, 1985).
The Peer Resources Network published results from an inquiry on mentoring 
(Directory of Mentor Arts and Mentorship, 1999). The findings focus on four key words: 
training, monitoring, content, and mutuality. Previous research stated that the key to 
mentoring is a successful match between mentor and mentee based on similarities. 
Research found that training mentors is more important that finding mentors with similar 
characteristics. The key is the mentor’s ability to understand and accept what the mentee 
is experiencing. Monitoring is also important. Someone has to take responsibility to 
check regularly with each partner in a mentoring dyad to determine how it is going, what 
each one is gaining and not gaining from the connection. A needs assessment can help 
form the basis for content of training sessions with mentors. The content needs to be 
pertinent to activities engaged in by mentors and mentees. Finally, mentors need to 
experience mutuality when they interact with their mentees. A one-way relationship 
where the mentor does all the giving is doomed to failure. A mentee should be 
encouraged and feel free to express and share new ideas.
There are some drawbacks to formal mentoring programs. Structured, face-to- 
face mentoring has often provided disappointing results for many organizations 
(Freedman, 1992). Many mentoring programs failed as they matched mentors with
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mentees, but provided little in the way of structure, mentor training, and follow-up (Boyle 
& Boice, 1998). Without a high level of program structure, mentees caught up in daily 
work activities failed to follow through on commitments, and mentors never invested the 
time or energy to provide worthwhile support and encouragement to mentees (Boice, 
1990; Dickey, 1997). These formal mentor programs often fell far short of the program 
goals and the expected benefits of mentoring. Formalizing mentoring has been 
detrimental to many organizations. Formalizing the process of providing career-related 
assistance seemed to reduce the attractiveness of mentoring (Newby & Comer, 1997). 
Individuals who were viewed as successful mentors in the past requested not to 
participate once the program was formalized.
At present, evaluations of mentoring programs focus primarily on the skills and 
support activities beginners perceive they receive from formalized support systems.
These include communication skills, political skills, and specific skills related to their job 
(Loeb, 1995). These formalized support systems fall into two major categories: (1) 
specific seminars and courses designed for and delivered to beginners, and (2) direct 
one-to-one assistance provided by support teams or support individuals. Formalized 
assistance is generally perceived as supportive and beneficial compared to informal 
assistance.
Informal mentorship. There are natural mentorships that can happen between 
people in an organization (Phelan & McLaughlin, 1995). The “natural mentorship” can 
happen through relationships cultivated through friends, or through people who have 
heard success stories through the organizational grapevine. It is evolutionary in the fact 
that two acquaintances can turn into mentor and newcomer. Slowly the designated
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mentor begins to offer advice to the newcomer. Advice can be offered on topics such as 
how to put a resume together, advice on salaries, how to obtain an internal transfer, 
opinion on whether to leave an organization, and how to best broaden one’s background. 
Mentors can also help newcomers learn to navigate the organizational culture, build 
teams, and lead and manage more effectively. Mentors can also field questions about 
balancing personal and professional life, as well as assertive and leadership issues.
Technology organizations offer a different option for informal mentoring (Mather, 
1997). Members of professional organizations, for example, can have the opportunity to 
Find a mentor in an informal setting such as a conference. During conferences, a speaker 
can volunteer as a mentor. At the conference a senior mentor is assigned to a table to 
facilitate a roundtable discussion.
Both informal and formal types of mentoring programs create a ladder of helpful 
advice. Although each type of program works differently, the basic idea of a mentor 
program is the same. Since both types of mentor programs are based on the basic idea 
that sharing one’s experience benefits another, the line between the types of programs is 
blurred. Mentors become an invaluable resource by making themselves availabie for 
advice. The process itself shows that the administration of an organization believes in 
their employees and their professional growth.
In the past, the informal mentorship has been shown to have the greater 
applicability to the military force (Buddin, 1984; Knackstedt, 1994). New employees 
could seek a mentor if they decided they needed or wanted one. With the emphasis on 
building leaders for the new century, there have been movements made to institutionalize 
the mentorship and make it a part of the duties and responsibilities of senior leaders.
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Role of Mentoring in Related Fields 
The mentorship is an important component of many induction models used 
nationwide in education, business, private industry, and the military. Mentoring involves 
an individual, considered to be a master in his or her field, who provides guidance, 
counseling, and advice to a beginner. Previous research has found that the mentor 
program can have a positive impact on the retention of new employees to an organization 
(Griffin, 1985; Johnson, et al., 1993; Kestner, 1994). Induction is a term used to describe 
a systematic and organized program of assistance that is provided to a new employee to 
aid in the adjustment to a new career and work environment.
Mentoring in the Military
Mentor programs have become prevalent in several branches of the military 
including the Coast Guard, Army, and Air Force. The Coast Guard and Army mentor 
programs are similar. The emphasis of the Air Force mentoring program varies from the 
other branches and will be discussed in this section.
The Air Force mentor program is known as the Air Education and Training 
Command (AETC) mentor program (United States Air Force, 2000). The AETC 
command program requires all supervisors to provide leadership to their subordinates 
through mentoring. Leadership development is the primary emphasis of this program. 
The AETC mentoring program is designed to provide professional development to every 
person assigned to AETC. It is supervisor-based and its aim is to help everyone reach his 
or her maximum potential.
The Air Force has written an official policy directive for the AETC mentoring 
program. The policy is based on the following three principles: mentoring is an inherent
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responsibility of leadership, supervisors must know their people and accept personal 
responsibility for them, and supervisors must be accountable for their subordinates’ 
professional development. The immediate supervisor, regardless of the level of 
assignment, is designated as a mentor to each of his or her subordinates. Mentors must 
evaluate each subordinate’s performance and potential, counsel and advise him or her on 
professional development, and be a positive role model.
The Air Force defines mentoring as the following:
Mentoring is a relationship in which a person with greater experience or 
wisdom guides another to a higher level of personal and professional 
excellence. The key to successful mentoring is providing feedback to 
subordinates on their current duty performance, personal and professional 
development needs, and guidance for them to achieve near-, mid-, and 
long-term career goals (USAF, 2000, p. 2).
The immediate supervisor is designated as the primary mentor for each of his or her 
subordinates. Designation of the supervisor as mentor runs contrary to findings from 
most sources contained within the mentor literature base. The Air Force believes the 
supervisor is crucial to successful mentoring because he or she can help focus attention 
on a subordinate’s professional development.
The emphasis in the AETC program is providing performance feedback in a 
timely fashion. Supervisors are directed to discuss performance, potential and 
professional development plans with their subordinates during performance feedback 
sessions. The professional development plan addresses factors including promotion, 
career training, personal goals and expectations, professional qualities, next assignments,
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long-range plans, and academic education. In this regard, the program is similar to the 
Coast Guard mentor program. The primary difference is that the Air Force mentor 
program is tied to the performance evaluation system, and it is not in the Coast Guard. 
Mentoring in the Field of Business
According to the American Society for Training and Development (ASTD), 71% 
of Fortune 500 and private companies say that they use mentoring to make learning occur 
in their organizations (Isaacs, 1998). Learning through mentoring helps improve retention 
and job performance. Retention is high on the list of many corporate leaders. Mentoring 
programs are one way an organization can distinguish itself as an employer of choice.
Organizational trends such as restructuring, teamwork, increased diversity, and 
individual responsibility for career development are contributing to the current, renewed 
interest in mentoring (Jossi, 1997). As a mentor, an older, experienced employee can 
continue contributing to the organization and profession. In the past, mentoring 
happened naturally as experienced people recognized and developed the talent of new 
employees or as new employees sought advice from others (Darling-Hammond, 1998). 
Today’s mentees are better educated but still need a mentor’s wisdom that can be 
acquired through experience. Many organizations are instituting formal mentor programs 
as a cost-effective way to upgrade skills, enhance recruitment and retention, and increase 
job satisfaction (Jossi, 1997).
Gunn (1995) suggests that mentoring should now be made available to employees 
at more levels within an organization. Many programs today are specifically aimed at 
minorities and women. Another trend is the movement towards group mentoring in 
which the mentor is the leader of a team within an organization (Kaye & Jacobson,
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1996). This has been called peer mentoring. Members of a mentoring team can leam 
from each other and from the team leader.
Loeb (1995) suggests that one-on-one mentoring is becoming less feasible as 
competition increases and people change jobs frequently. Individuals have less identity 
with a particular organization. He recommends that individuals beginning a new 
profession seek out multiple mentors within and outside of the organization. Multiple 
mentors can provide a range of advice about both organizational politics and trends in the 
profession or field. Business employees are forging interactive relationships with 
mentors they meet on the internet instead of on the job. In a practice known as e- 
mentoring, experienced business professionals form long-term e-mail connections with 
individuals from other organizations. E-mentoring is expected to grow as people search 
for mentors they can seek for career advice. “More than 90% of executives polled say 
having a mentor is important for professionals starting careers” (Armour, 1999, pB 1).
Mentoring is typically only one component of an induction program into a new 
organization and/or profession. Extensive internship opportunities are prevalent in many 
professions. They are aimed at giving new members supervised experience. Typically 
new employees are required to undergo a period of evaluation. Interns leam by 
observing and working under the direction of expert professionals to develop their skills. 
Gradually, beginning employees are given a planned program of progressively greater 
responsibilities. A major purpose of an internship is to ensure high work standards. 
Below is a matrix showing the major findings of mentoring in the field o f business.
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Author(s) Finding(s)
1 Isaacs, 1998 Mentoring improves job performance.
Mentoring should be linked to overall business goals. 
Mentoring is an effective tool for challenges around 
recruitment, development, and retention.
Many companies administer tests to evaluate strengths
2 Jossi, 1997 • Individual responsibility for career development has 
spurred interest in mentoring.
• In a competitive job market, employees seek the advice 
of older, experienced colleagues on how to move up the 
organizational ladder.
3 Darling-Hammond, •  Mentoring promotes professional development
1998 strategies.
•  Mentoring is grounded in participants’ questions,
inquiry, and experimentation, as well as profession-
wide research.
4 Gunn, 1995 Mentoring helps create a diverse workforce because 
programs are developed and tailored to meet the needs 
of women and minorities.
Mentoring helps establish career ladders when offered
5 Kaye & Jacobson, 
1996
• Peer mentoring has arisen as employees increasingly 
work in teams. The team leader shapes group activities. 
Members of a mentoring team can bounce ideas off of 
one another for advice.
6 Loeb, 1995 • Increased teamwork in business has led to less one-on- 
one mentoring. Many employees now have multiple 
mentors to assist them on a wide variety of goals.
7 Armour, 1999 Individuals may be hesitant to seek mentors because 
they fear repercussions on performance evaluations. 
Electronic mentoring permits long distance mentoring. 
Individuals can seek advice from others outside their 
direct work environment.
Mentoring in the Field of Education
Probably the most consistent finding across studies is the importance of the 
support in the form of a mentor teacher, helping teacher, peer teacher, buddy teacher, 
coach, or other professional support system in a supportive atmosphere (Arredondo &
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Rucinski, 1998; Fischer & Shipley, 1995; Halford, 1998; Wideen, Mayer-Smith, and 
Moon, 1998). The assignment of an appropriate mentor teacher can be one o f the most 
powerful and cost-effective interventions. The mentor teacher was the single most 
helpful aspect identified in induction programs because it gave beginning teachers 
someone to turn to on a daily basis as problems and questions arose (Huling-Austin et al.,
1989).
Many of today’s educators have recognized the powerful influence of the 
mentoring process, but thus far their adoption of its principles has been mainly 
extracurricular. Mentoring in adult education has been recognized as a felicitous tool for 
addressing the distinct needs of older students (Daloz, 1986). Programs for the induction 
of new teachers have created yet another niche for mentoring in education. These 
persons filling the appointed role of “mentor to new teachers” consist of peers and 
veteran teachers, administrators, and principals. Johnson and others found that the 
mentoring process can mitigate the isolation of first-year teachers and accelerate the 
assimilation into a new school and position (Johnson et al., 1993). If the mentoring 
process can accelerate the assimilation into a new organization for first-year teachers, can 
it achieve similar results for military personnel transitioning into new jobs?
Mentoring helps narrow the gap between student teaching and the first year of 
teaching. Mentoring programs have been shown to benefit the mentor as well as the 
mentee (Haworth, 1998). Telementoring refers to the use of e-mail to support a 
mentoring relationship (Armour, 1999; Eisenman & Thornton, 1999; O’Neill, Wagner, & 
Gomez, 1996). Traditional mentoring programs tend to fail because of intense work 
schedules of participants. While e-mail may seem impersonal, it is important that
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mentors are accessible and maintain ongoing communication. Mentors can be virtual 
colleagues for beginning teachers (Mather, 1997). As a result of a study conducted by 
Eisenman and Thornton (1999), a long-range plan was developed for mentoring new 
teachers. The plan included establishment of an electronic list server, meetings with 
mentoring participants and their professors, and development of mentoring teams. The 
list server acts as a means for new teachers to share their concerns, ideas, and 
experiences. Face to face meetings allow participants the benefits of meeting with all 
members together and building personal contact. The final phase o f the plan involves 
first-year teachers working with new colleagues in later years as a mentor. A “trainer of 
trainer” model helps perpetuate the program.
Mentor programs that formally pair experienced teachers with new teachers to 
offer advice and assistance are important (Natale, 1993). The mentor can counsel the 
new teacher on any topic, from managing a classroom and planning lessons to developing 
good relations with parents and the community, with which the beginner may need help. 
A mentor program keeps a new teacher from feeling isolated. Many new teachers simply 
need someone to talk to and discuss problems (Goldsby & Cozza, 1998; Kerrins, 1995). 
More experienced teachers also face isolation. Experienced teachers who do remain in 
isolation may take on a sour outlook on the profession.
One successful example of a mentoring program is at Bear River Middle School 
in a semi-rural area of Utah (Nelson, 1995). The principal matched each new teacher 
with an experienced teacher. A natural mentoring relationship developed where the 
experienced teacher provided guidance by sharing experience, knowledge, and skills. 
Mentors chose to work with new teachers in areas that one or both felt important.
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Elements of the mentoring program focused on a combination of formal and informal 
characteristics. The formal characteristics consisted of mentor selection and monthly 
meeting participation. Informal characteristics developed out of the needs expressed by 
new teachers. Three elements made the program successful. The first element was the 
principal as the guiding force behind a formal mentor program. The second element was 
the dedication of the mentors and their positive attitude. The third element was a 
structured program with activities.
Bradley and Gordon (1994) conducted a study that also produced findings that 
support a formal mentor program in schools. A 25-item survey was distributed to a 
random sample of teachers in Ohio's public school districts. Bradley and Gordon found 
that in 98% of school districts where mentors were formally selected by the 
administration and trained, positive feedback was received from new teachers. Ohio’s 
mentor program provided an orientation to the community, school district, curriculum, 
school, and specific responsibilities. Mentees observed mentors on-the-job and support 
activities such as mutual planning, coaching, team teaching, and sharing of curricular 
materials were encouraged.
The concept of transitioning student teachers into formal teaching positions 
through induction programs has been documented (Bradley & Gordon, 1994; Fischer & 
Shipley, 1995; Johnson et al., 1993; Kestner, 1994). Induction is a formal program of 
introducing a beginning teacher to a new teaching position, school, community, and 
responsibilities. Two prominent formal induction program types that use mentoring as a 
component are developmental induction and reflective induction.
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Mentoring is one component o f developmental induction programs in education. 
Developmental induction programs build on an employee’s strengths and work to 
improve areas of weakness. The key element of a developmental program is a support 
team. The leader of a support team should be the mentor. Other support team members 
can include work colleagues and other experienced personnel. Each member of the 
support team has a different role. While the mentor’s responsibility may be to provide 
ongoing assistance, the responsibility of a colleague may be to orient the new employee 
to the office building and evaluation practices of the organization.
A developmental induction program is a type of induction program based on 
philosophical goals. The program has a defined set of goals designed to meet the 
individual needs of each beginning employee. Developmental induction programs are 
delivered in increments that progress when the employee is ready for each new step. The 
purpose of developmental induction is to provide continuous, ongoing assistance in a 
supportive atmosphere. These programs must have the involvement o f everyone who 
comes into frequent contact with the new employee. The focus of developmental 
induction programs is to develop the personal strengths of the beginner (Brock & Grady,
1997). Periodic evaluations that utilize constructive discussion can help new employees 
identify their strong and weak points.
The focus of a developmental induction program is the needs, questions, and 
concerns of beginners (Zepeda & Ponticell, 1997). Developmental induction programs 
provide continuous support for new employees through interaction with a diverse web of 
administrators, consultants, colleagues, and supervisors. The emphasis of the program is 
on social development in a professional context. One program goal is to build a
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foundation for continued professional growth through structured contact with a mentor 
and the administrative staff. Activities in developmental induction programs are 
individualized according to the needs of the beginner. The program is a step-wise 
process that includes specific components written in a comprehensive developmental 
induction plan. The plan should include a statement of purpose, rationale that explains 
the needs of the new employee, a chart showing goals, a list of needed resources, criteria 
for training a mentor, and an evaluation process. Below is a matrix showing the key 
findings of mentoring in the field of education.
Author(s) Finding(s)
1 Arredondo & 
Rucinski, 1998
Semester-long interventions involving 
support/challenge journal exchanges between mentors 
and inservice teachers can lead to significant change in 
levels of moral reasoning.
Mentors and mentees claimed structured interactions 
had a tremendous impact on their thinking.__________
2 Fischer & Shipley, 
1995
The assignment of an appropriate support teacher is one 
of the most powerful and cost effective interventions in 
an induction program.
The support teacher was the single most helpful aspect 
identified in induction programs because beginning 
teachers were given someone to turn to on a daily basis 
as questions arose.________________________________
3 Halford, 1998 Study in California showed that the relationship 
between new teacher and a support provider was the 
best approach to supporting new teachers.
In California, the supportive role is exemplified through 
individual induction plans that mentors develop with 
beginning teachers based on the state’s standards for 
teaching.________________________________________
4 Wideen, Mayer- 
Smith, and Moon, 
1998
Mentors provide mentees with a safe environment in 
which they can examine their strengths and weaknesses. 
The solution proposed is to have beginning teachers 
reflect more on their practice, and employ teaching 
approaches more consistent with constructivism._______
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Authorfs) Finding(s)
5 Huling-Austin, Odell, 
Ishler, Kay, & Edelfelt
Identified a mentor as the most helpful aspect of 
induction programs because it provides new teachers 
someone to discuss problems regularly in a non­
threatening manner.
6 Daloz, 1986 Useful tool for helping older students transition into 
the first year of teaching. Enables individuals to tap 
into the resources of experienced teachers.
7 Johnson, Ratsoy, 
Holdaway, & Friesen, 
1993
Study in Canada showed positive benefits from a 
planned program of progressively greater 
responsibilities under the supervision of a mentor. 
Two-year observation study revealed improvements in 
classroom teaching skills of beginning teachers.
8 Haworth, 1998 Mentors benefit equally from mentoring partnerships 
as mentees.
9 Armour, 1999 Using e-mail can help maintain long distance 
mentoring relationships.
10 Eisenman & Thornton, 
1999
Structured long distance mentoring relationships 
produced better results for new teachers compared to 
face-to-face mentoring.
Structure included creating a list server and 
developing mentoring teams.
11 O’Neill, Wagner, & 
Gomez, 1996
Using e-mail for mentoring can help a teacher gain 
fresh perspectives on teaching practices from an 
experienced teacher working in a different setting.
12 Mather, 1997 Mentoring on-line means new teachers can 
instantaneously ask questions as they arise by sending 
them electronically.
Mentors can take time to think about reflective 
answers and not feel pressured by schedule 
constraints.
13 Natale, 1993 Mentor program keeps a new teacher from feeling 
isolated.
Benefits were derived from formally pairing 
experienced teachers with young teachers to offer 
advice.
New teachers cited needing help with developing good 
relations with parents as a critical area.
14 Goldsby & Cozza, 
1998
New teachers indicated greatest needs were managing 
a classroom and developing effective lesson plans. 
Experienced teachers provided expertise in these 
areas.
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Author(s) Finding(s)
15 Kerrins, 1995 •  In a Colorado study, mentoring had 3 positive impacts:
(a) helped integrate academic knowledge with craft- 
knowledge about teaching, (b) provided a means for 
teachers to share their questions and concerns about 
_____________________________ teaching, and (c) decreased feelings of isolation.______
16 Nelson, 1995 •  The principal is the key influential person in starting a
successful mentoring program.
•  Natural mentoring relationships that develop between 
new and veteran teachers had the longest duration.
•  Successful relationships had mentors working with new 
_____________________________ teachers on areas that they both felt were important.
17 Bradley & Gordon, •  Examined large-scale teacher induction and mentoring
1994 programs in Ohio and found that in 98% of sample
school districts, administrators chose the mentor.
•  A successful teacher induction program had highly 
trained mentors. Classroom observation and coaching
_____________________________ were aspects of ideal programs._____________________
18 Kestner, 1994 •  Assignment of a mentor to each new teacher
accomplished the goal of encouraging dialogue on good 
teaching.
• Mentors should be formally assigned to ensure regular
_____________________________ interaction between mentor and novice.______________
19 Brock & Grady, 1997 • Developmental induction programs that are
incrementally delivered, as the new teacher is ready, 
more effectively developed the strengths of the 
_____________________________ beginner._______________________________________
20 Zepeda & Ponticell, •  Planned induction activities with mentors help
1997 beginners make the transition from student teachers to
teachers.
•  Structured activities help beginners identify important 
information sources and build a support network for 
problem solving; however, the degree and quality of 
interaction with mentors varied greatly from program to
_____________________________program.________________________________________
Summary of Mentoring in Adult Based Settings
Mentoring in the military shares many of the same characteristics as mentoring in 
the fields of business and education. Since the military, business, and education are all
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adult-based settings, many of the successful program features from one field can be 
generalized to the other two fields. Based on the review of literature there are many 
common features among mentor programs in all three fields.
Similar components from mentoring programs of all three fields include emphasis 
on reviewing and upgrading one’s professional skills, providing timely feedback, and 
promoting sponsorship. A sponsor creates opportunities for the mentee that may not 
otherwise be made available. These opportunities often relate directly to the job or 
indirectly to the mentee’s overall professional development. These new opportunities 
increase the visibility of the mentee. Mentors in all fields report that by teaching 
mentees, they are able to constantly review and upgrade their own professional skills. 
Another similar component is support of the mentor as a "door opener" for the mentee.
In the role of "door opener," the mentor helps the mentee establish a network of contacts. 
In the Coast Guard, for example, the mentor helps the mentee establish contacts within 
the Department of Transportation (DOT), as well as outside the Department. Within 
business, education, and the military, a mentee needs the chance to meet other people to 
spur professional, as well as, social development. A characteristic of educational mentor 
programs is also reflected in business and the military. In education, mentoring programs 
are often in line with current trends in staff development. Similarly, in business and the 
military, mentoring is conducted in-house, and, therefore, can meet the particular needs 
of the agency or organization. In all three fields mentoring is used as a program that 
fosters teamwork and positive attitudes that accompany working successfully as a team. 
Individuals who participate in mentor relationships prove their ability to work as a team 
player. Mentor programs in business, education, and the military all facilitate the smooth
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transfer of organizational culture, values, and other key components to potential leaders. 
Most mentor programs contain a leadership development component that provides 
participants with opportunities to be challenged, grow professionally, and develop 
leadership skills.
In the fields of business, education, and the military, mentoring programs also 
offer similar benefits to both the individual and the organization. In all fields, individuals 
involved in mentoring indicate that they feel closer to the organization. This, in turn, 
improves the organizational climate because individuals who feel closer to the 
organization accept its goals and values. Another benefit is that mentors in all fields 
transfer valuable skills and knowledge one-on-one, increasing effectiveness of 
development activity. As a result, the organization improves retention. Because mentees 
receive more positive feedback and are not lost in the organization, they tend to stay.
Impact of Mentoring on Participants 
Organizations, businesses, and schools that utilize mentor programs as a way to 
integrate new hires or facilitate sharing of job skills and knowledge acknowledge two 
primary beneficiaries. Mentor programs naturally benefit the immediate participants, 
including mentor and mentee; however, there is a third benefit to using a mentor 
program. Mentor programs have far reaching effects and benefits can be experienced 
both directly and indirectly by the entire organization and associated employees. The 
sections below outline the benefits for mentor, mentee, and the entire organization. 
Benefits of Mentoring for the Mentor
The new employee, or mentee, is not the only one who can benefit from a mentor 
program. Brock and Grady described four distinct benefits for individuals who engage in
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mentoring (1997). The first benefit is the chance to reexamine one’s job performance 
and mastery of skill on the job (Beebe & Margerison, 1995). Serving as a model for 
another beginning employee, the mentor becomes acutely aware o f his or her own 
techniques related to job performance and the reasons behind adoption of those particular 
techniques. The second benefit is that mentors can leam new things when they do not 
have the answers to questions posed by a beginning teacher. Searching for answers to 
questions is enlightening for both mentor and novice. The third benefit is that discovery 
can often lead to creative work innovations (Clawson & Kram, 1984). Sharing one’s 
experiences about a job can be a source of satisfaction that is derived through personal 
reflection. Recounting stories and anecdotes can be both stress relieving and rewarding 
to a professional who has devoted many years to the profession. Besides intrinsic factors, 
such as personal satisfaction, mentors also are motivated by extrinsic factors (United 
States Department of Education, 1997). In California, a state study found that stipends 
and credit hours were a real incentive for mentors in schools (Halford, 1998). Most 
mentors do not receive additional compensation; however, serving as a mentor may be a 
criterion used for promotion to a senior or administrative level.
According to the literature on careers, a number of benefits may be associated 
with becoming a mentor. A major benefit is the satisfaction and fulfillment a mentor 
receives from nurturing the professional and personal development of a mentee. 
According to Levinson, Darrow, Klein, Levinson, and McKee (1978), mentors often 
reach a plateau in their careers and experience midlife transitions; therefore, they receive 
internal satisfaction from passing their skills and wisdom on to their mentees. Structured 
mentoring programs offer many benefits to mentors. Structured programs help a mentor
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improve his or her ability to share experiences and knowledge. A mentor can also 
enhance his or her own knowledge about other areas of the organization. Using the term 
“generativity” to describe the sense of immortality derived from making such a 
contribution, Erickson (1963) theorized that people need to gain generativity to progress 
to the next life stage and avoid stagnation in life development. Mentors may also benefit 
from the creative and youthful energy of their mentees, which may rejuvenate the 
mentors’ careers (Levinson et al., 1978) and improve their job performance by providing 
a fresh and creative perspective on job functions (Kram, 1985). Through serving as 
mentors, more experienced professionals have revitalized their own careers (Boice,
1986). Mentors also benefit from organizational recognition of the relationships and the 
loyal base of support that their mentees provide (Kram, 1985).
Working with another person is a bonus for an individual who tends to work alone 
(Northern Territory Government, 1998). Mentors can engage in challenging discussions 
with new people who have fresh perspectives and who are not already part of the 
organizational thinking. Working with a new mentee provides a mentor with the 
opportunity to reflect upon and articulate their role (McWilliams, 1995). Professionals 
serving as mentors report that they experience increased self-confidence, increased 
commitment to their field, and the opportunities to engage in self-reflection and 
assessment of their own career paths and professional development (Boyle & Boice,
1998; Kram, 1983). Overall mentors derive satisfaction from contributing to the 
mentee’s development.
Mentors have also reaped other benefits from mentor programs. When the 
relationship is successful, the mentor boosts his or her own productivity through
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association with a capable mentee. By collaboration with the mentee, and by having to 
make knowledge clear, the mentor spawns new ideas and new methods at a higher rate. 
The mentor develops and demonstrates the mentee’s knowledge and skill not by 
instruction or help but by orchestrating opportunity and by joint involvement in work. 
Mentors often gain a greater sense of empowerment in the workplace (Petrie, Hartranft,
& Lutz, 1995; Sweeney, 1993). Along with the label mentor comes the expectation that 
one has a large knowledge base of professional expertise. This may enable the mentor to 
participate in making decisions and taking a more active role in organizational policy­
making. According to the job strain model, having greater control over decisions in the 
workplace can help reduce stress (Guglielmi & Tatrow, 1998). Perhaps the greatest 
benefit is renewed enthusiasm for one’s role as an experienced employee because this has 
a direct, positive impact on the whole organization.
When one thinks of mentoring, generally it is thought that the maximum benefits 
are received by the mentee; however, most times this is not the case. Working in a job 
for a length of time will enable one to gain expertise in a particular area, but stagnation is 
a drawback. In summary, mentors gain a fresh, new perspective from working with a 
mentee. It is often stated that through teaching another, one becomes a perpetual learner. 
When a mentee poses a challenging question, the quest for the answer can prove to be a 
learning experience for both parties involved. Other major benefits to mentors found 
across the studies mentioned above include promotion potential, increased personal 
satisfaction, increased motivation, empowerment, and increased responsibility on the job.
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Benefits of Mentor Programs for the Mentee
Structured mentoring programs offer similar benefits to mentees as they do for 
mentors (Northern Territory Government, 1998). Some similar benefits include 
increased skills and knowledge, increased potential for career mobility and promotion, 
recognition, and satisfaction (Arredondo & Rucinski, 1998). Other benefits specific to 
mentees include improved understanding of their role in the organization, insight into the 
culture and unwritten rules of the organization, and a supportive environment in which 
successes and failures can be evaluated. The mentoring relationship becomes a powerful 
learning tool for the mentee to acquire competencies and professional experience. As the 
mentee continues the relationship there are further benefits derived from working with a 
mentor. These benefits include a smoother transition through higher levels of the 
organization, potential for increased visibility, networking opportunities, and 
empowerment (Chester & Beaudin, 1996; Petrie et al., 1995). The psychological booster 
for mentoring is the development of professional self-confidence and trust (Arredondo & 
Rucinski, 1998; Chester & Beaudin, 1996). Mentoring has been found to be related to 
promotions (Dreher & Ash, 1990), career mobility (Scandura, 1992), and career 
satisfaction (Fagenson, 1989; Lam et al., 1995) for mentees.
Reiman and Thies-Sprinthall (1993) have argued that cognitive developmental 
growth, given appropriate conditions, continues into adulthood. Thies-Sprinthall and her 
colleagues suggest that interventions that enhance development of cognitive structures 
leads to better performance. This supports their attempts to foster cognitive development 
within mentoring relationships. Their work has roots in earlier research by stage 
development theorists and components of a developmental supervisory model proposed
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by Glickman (1990). The benefit to the mentee is that through working with a mentor, he 
or she will acquire specific skills and master particular knowledge more quickly.
Mentors can help mentees develop in five ways (Arredondo & Rucinski, 1998). 
These are (1) role taking, counseling the new employee, (2) reflection, keeping a journal 
about one’s new experiences on the job, (3) balance, taking action and learning from 
reflection, (4) continuity, providing intervention over a long period of time, and (5) 
support and challenge, asking questions to stimulate thinking. Arredondo and Rucinski’s 
ideas relate to other published reports on mentoring in many ways. The importance of 
reflection and the idea of writing down one’s thoughts about the process of completing a 
job have been stressed. Also, the length of time necessary for a quality mentorship falls 
in a range anywhere from six months to one year. One difficulty in using the support and 
challenge interaction of the mentor described by Arredondo and Rucinski (1998) versus 
the traditional evaluation by a supervisor is inflexibility. Arredondo and Rucinski state 
that the mentor may ultimately be more useful in providing evaluative feedback to a 
mentee if they are not properly trained in effective questioning techniques. Many mentor 
training programs focus on teaching how to provide appropriate feedback (Halford,
1998). The mentors provide descriptions, not value judgments, about what they observe. 
The role of the mentor is to help improve the mentee, not be a formal evaluator.
Typically, a new employee receives an evaluation from his or her immediate supervisor. 
There is some resistance to changing this and giving the mentor increased power of 
evaluation for a new employee. Resistance to change is described by Michael Fullan in 
his book Change Forces (1993). Change is difficult. Even when changes are made for 
the better, they are uncomfortable and stressful. In a study of new teachers, the
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implementation of change had negative effects on self-esteem (Tschannen-Moran, Hoy,
& Hoy, 1998). Working with a mentor mitigated these negative effects.
As the level of investment by the mentor increases, the benefit gained by the 
mentee increases proportionately (Burke, 1994). At first, a mentee may only receive 
some instruction and information from the mentor. As time investment increases, the 
mentee benefits by enhancement in self-esteem, self-confidence, and self-empowerment 
(Chester & Beaudin, 1996; Sweeney, 1993). With emotional investment comes the 
eventual development of a peer relationship. The mentor is able to intercede on behalf of 
an organizational setting. The mentor protects the mentee. The mentee has the mentor to 
run interference in complicated situations. Finally, at the greatest level of involvement, 
the mentor acts as sponsor for the mentee. The mentor can recommend the mentee for 
promotion to a higher grade or position of responsibility or visibility.
In psychology the use of the mother as a “safe base” for a secure child has been 
described. The same type of relationship exists in mentoring. A successful mentor 
creates a safe environment for open discussion with the mentee (Beebe & Margerison, 
1995; McWilliams, 1995). A two-year old needs to know that it is safe to step away from 
the mother’s shadow in order to explore the environment, knowing that mother is still 
there should he or she fall. The same is true for the mentee who needs the freedom and 
the permission to test hypotheses and to try out new ideas, even when that entails the risk 
of being wrong.
The impact of a mentor in the development of a beginner has been documented 
repeatedly (Huling-Austin et al., 1989; Powell & Mills, 1994). With the wave of reform 
literature, more has been written about leadership development. The idea of the
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voluntary mentor-protege relationships as they informally occur started in business 
organizations. There has been a shift towards formalized mentor programs such as the 
ones found in top-down, legislated mentor teacher programs in many states. Proponents 
of mentoring argue its merits on the basis of a “mutual benefits” model delivered by the 
mentor, mentee, and the organization. Much research has been conducted to show how a 
mentor program can benefit a beginner (Huling-Austin et al., 1989). These benefits 
include improving work performance, increasing employee retention, and providing 
personal and professional welfare.
There are many ways a mentor can help someone. Some of the reasons persons 
seek mentors include guidance towards advancement, expansion of knowledge in a 
specific area, and help towards a specific goal. In the military, for example, individuals 
who are trying to successfully pass the service-wide exam or apply for post graduate 
school seek a mentor who can give them tips on achieving these goals. Sometimes just 
having someone who can listen and can discuss career challenges will prompt a person to 
seek a mentor. In the Coast Guard, it is not uncommon for someone who is married and 
about to go afloat to seek a mentor who has been to sea to discuss how they handled the 
separation from family. It is also not uncommon for the only young person at a small 
station to seek a mentor elsewhere to discuss possible career options or just to discuss the 
challenges of a situation where one may feel isolated.
Developing a close relationship with a mentor can enable a new employee to 
work on a strategy for improving one’s weaknesses. This relationship can prevent the 
development of a mindset that equates evaluation with criticism. When evaluation and 
criticism are thought of as having the same definition, the new employee may develop a
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reactive stance when discussing work issues with supervisors and mentors (Glickman,
1990). New employees may be more likely to try new suggestions when they are offered 
by a mentor with whom a close, trusting relationship has developed.
In summary, the goals of mentoring should be aimed at meeting the needs of the 
mentee; therefore, the mentee gains the most immediate benefits from the relationship. 
The interaction between a mentor and mentee revolve around building on the strengths 
and diminishing the weaknesses of the mentee. Identification of personal strengths and 
weaknesses is in itself a difficult task for many people without the help of another 
individual. The major benefits received by the mentee include promotion potential, 
networking, empowerment, acquisition of new knowledge and professional experience, 
feedback, increased self-esteem, increased self-confidence, and improved work 
performance through proactive identification of barriers to success.
Benefits of Mentor Programs for the Organization
Structured mentoring programs offer multiple benefits to the organization. Many 
of these benefits deal with interpersonal skill development and task skill development 
(Northern Territory Government, 1998). Some benefits to the agency include improved 
delivery of services through more informed and skilled staff, application of knowledge 
gained from mentoring, and individuals with enhanced people management skills. There 
are also more global benefits. These include improved communication between separate 
areas of the organization and progress towards diversity and equal opportunity in the 
workplace. The benefits of mentoring programs are not always immediate. Some 
benefits are only witnessed some time into the future. Future benefits include reduced 
recruitment and selection costs as a result of higher employee retention and support
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networks for employees in times of organizational change (Ensher & Murphy, 1997). In 
time, successful mentees often become mentors and better people managers as a result of 
their early experience in a mentoring program.
There are several reasons why the Coast Guard has recently formalized the 
mentor program and supports mentoring (Donahue, 1998). The reasons are related to a 
mutual benefits model for the mentor and mentee. By working with a mentee, a mentor 
gains assistance, prestige, loyalty, and promotion potential. On the other hand, a mentee 
gains knowledge, support, protection, and promotion potential from a mentor. In this 
“win-win” situation, several advantages arise for the organization. These organizational 
advantages include successful managerial succession, managerial development, reduced 
turnover of employees, increased stability of the workforce, and increased productivity of 
workers (Knackstedt, 1994). By incorporating a formal mentor program into the 
organization, mentors and mentees have increased power through knowledge and greater 
advancement potential.
The positive effects of mentoring relationships in private industry are well 
established and are frequently associated with successful career development and a 
greater degree of self-efficacy among mentees (Murray & Owen, 1991). Military 
mentoring relationships include many of the characteristics and benefits associated with 
mentoring in the private sector. Military mentoring relationships also share many of the 
same features as mentoring relationships in public education. Burke described four 
organizational functions that can be influenced by the mentoring process:
1. Job performance. The mentoring relationship may act as a catalyst for both 
the mentor and mentee in which performance is enhanced.
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2. Career socialization. Adaptation to an organization's culture and learning 
about informal norms can be facilitated through the mutual exchange of 
information between the mentor and mentee.
3. Upward mobility. New employees with excellent potential can be developed 
through diverse mentoring strategies.
4. Preparation of leaders. A mentoring relationship can equate to a “mini course 
in leadership” that provides a realistic training experience for both 
participants.
Most of the empirical research that has been used to develop mentoring programs 
has been performed in the field of business. Mentoring is a basic form of education for 
human development because it provides a holistic yet individualized approach to 
learning. Adults who work with mentors grow in their own sense of intellectual 
competence, as well as in their sense of purpose, their feelings of autonomy, and their 
personal integrity. Mentoring helps an individual develop in many ways. A beginning 
employee is helped to settle into a profession. The mentor, the person who is a seasoned 
professional, is helped to understand his or her capabilities. Erickson (1963) uses the 
expression “generativity versus stagnation” to describe one of his stages of psychosocial 
development. In choosing generativity over stagnation, the mentor attempts to foster the 
growth and development of other adults. The successful resolution of this stage may also 
increase the probability of the completion of Erikson’s last stage that is “integrity versus 
despair.” As society becomes increasingly older, the fulfillment and satisfaction of the 
older generation becomes a greater concern. Mentorship is a way in which older adults 
may realize the significance of their lives and professional contributions.
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A collaborative work environment can provide a mentor with conditions for 
learning that can promote collegiality and enhance professional communication. 
Participating in cooperative, collegial groups can expand the mentor’s level of expertise 
by applying a source of intellectual provocation and new ideas. It also breaks the 
psychological isolation that usually characterizes the mentor’s workplace. Mentoring 
which expands into collaboration can furnish the emotional support and encouragement 
that new employees need. Mentorship and collaboration provide the vehicle for new 
employees to become autonomous, professional decision-makers thereby assuring 
leadership. When mentoring occurs, positive reinforcement, guidance and moral support 
are benefits for beginners.
A collaborative work environment can provide the mentor with conditions for 
learning that can promote collegiality and enhance communication. In Levin and 
Ammon’s (1992) longitudinal study, they found that successful beginning teachers 
reported continuous contact with a mentor to discuss important issues related to teaching. 
Adjusting to a new job is a complex, time-consuming, and difficult process resulting in 
great emotional and cognitive demands on an individual. Participating in cooperative, 
collegial groups can expand the mentor’s level of expertise by applying a source of 
intellectual provocation and new ideas. Mentorship and collaboration provide the vehicle 
for beginners to become autonomous decision-makers thereby assuring leadership, a 
characteristic that is highly valued by the military.
The most significant part of the mentor-mentee relationship stresses emotional 
support. Dollase (1992) notes that the idea of mentoring relates to Erikson’s research on 
efficacy. Erikson described a phenomenon called psychosocial reciprocity. Mentorship
67
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
relationships produce mutual affirmation of job success for both beginning employees 
and experienced employees (Dollase, 1992). Socialization is one important aspect of 
induction into a new job position. A mentor can introduce a mentee to others in both 
work-related and other social activities.
There are several activities and approaches that have been used in mentor 
programs that have been shown to produce positive outcomes for beginning employees. 
The following list includes activities that have been perceived as helpful by new 
employees involved in mentor programs. The list includes:
1. Mentor and new employee working on the same projects for a certain period 
of time to help the new employee learn the ropes.
2. Matching the mentor and beginner in terms of beliefs, values, and 
personality.
3. Extrinsic rewarding for the mentor, such as stipends for projects or 
professional travel, release from other work responsibilities, release time 
during the day, public, formal recognition of mentors, and attending seminars 
in areas of professional interest.
4. Orienting the new employee to the organization’s resources.
5. Explaining policies and procedures instead of simply handing the new 
employee a handbook.
6. Going over specific responsibilities, expectations, and evaluation procedures 
thoroughly.
7. The mentor providing some information about past work experiences in the 
company and information related to the unstated culture of the organization.
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8. Providing moral support.
9. Providing clerical support.
10. Helping the new employee prioritize tasks to overcome the overwhelming 
feeling that accompanies starting a new position.
Devoting time and resources to starting a mentor program is a significant 
endeavor for any company or organization. From a cost-benefit standpoint, the 
organization must view the potential benefits from the program as having some 
considerable positive impact on the welfare of the organization. Mentoring partnerships 
provide some of the greatest benefits to the organization and society as a whole. In 
summary, these benefits include increased employee retention, increased employee job 
satisfaction, and, as a result, increased employee productivity. Communication and 
interpersonal skills increase for all individuals involved, and this has a positive impact on 
teamwork. The benefits to the organization continue into the future as they reach out to 
touch new employees as they enter the workforce. A culture that promotes support, 
collegial learning, and skill sharing filters through new generations of employees.
Summary of the Literature Review
Since the beginning o f the mentoring concept when Odysseus left his son, 
Telemachus, with his friend, Mentor, with instructions to protect and educate him, 
concepts of personality and fit have been a source of concern. Nationwide, in public and 
private organizations, mentoring has been adopted as a way to promote career 
development and retain qualified employees. Whether it is a formal or informal program, 
the benefits of mentoring are numerous.
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Both mentors and mentees gain a sense of increased personal satisfaction through 
the relationship. Mentors experience increases in promotion retention and responsibility 
within the organization. Mentees experience increases in self-esteem, knowledge of 
subject matter, and experience in skills related to job tasks. The ultimate benefit is the 
one the entire organization receives by building interpersonal and communication skills 
of employees. The mentoring programs help to foster an environment that promotes 
sharing of new ideas and skills, and collaboration for problem-solving.
Leading and mentoring will be more important than ever as we prepare young 
men and women for the Coast Guard of the 21st century. The complexities, shortened 
decision cycles, and demands placed on the military community will increase the role for 
senior leaders in shaping junior leaders and contributing to their successes. Even though 
technology allows us to provide unprecedented support, the ability to think critically, 
analyze, and use higher-level skills is imperative to the success of the entire organization. 
These skills must still be coupled with the ability to lead and operate more independently 
in flattened networks and organizations like the Coast Guard. Professional, family, and 
personal demand and goals must be in harmony. Mentoring is truly a significant role for 
senior employees in guiding new employees into the next century.
The mentoring movement encompasses short- and long-term professional 
development coaching and guiding. The mentoring effort will yield benefits to mentor, 
mentee, and the whole organization. The linkage that results from these types of 
relationships creates a stronger bond proving the old adage that "two are stronger than 
one."
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The U.S. Coast Guard is an example of an organization that has promoted 
mentoring for all employees. Mentoring is being used as a mechanism to combat high 
rates of attrition, high drop-out rates, and competition from other agencies and private 
companies. In the next decade the changing job mix will require the assimilation of new 
skills. Mentoring is one cost-effective way to pass along necessary skills to new 
employees.
71
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
Chapter 3: Methodology
In this chapter the procedures are outlined for accomplishing the purpose of this 
study, namely to describe the activities, time spent in various activities, value of 
activities, and concerns expressed by mentors and their mentees in mentor programs in 
the Coast Guard. The major purposes of this study were to: (a) discover the types of 
activities mentors and mentees in the U.S. Coast Guard are engaged in, (b) determine the 
frequency of participation in these mentoring activities and their value to mentors and 
mentees, and (c) investigate whether there is alignment between the activities engaged in 
by mentors and mentees and the activities recommended in the One DOT Mentoring 
Program. A survey design using a combination of open and closed questions was 
employed to collect data from a systematic sample of mentors and mentees in the U.S. 
Coast Guard geographical Fifth District. Using a multiple-item questionnaire, the study 
examined a variety of activities engaged in by mentors and mentees in the Coast Guard 
who were randomly selected to participate in the study. The procedures that were used in 
this study are described under the following major headings: (I) Research Questions, (2) 
Sample Selection (3) Generalizability, (4) Instrumentation, (5) Data Collection, (6) Data 
Analysis, and (7) Ethical Safeguards.
Research Questions 
Phase I : Identification of Mentoring Activities in the U.S. Coast Guard
1.1. What are the mentoring activities reported by mentors and mentees in the 
United States Coast Guard?
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Phase II -  Implementation
II. 1. What amount of time do mentors and mentees spend on the mentoring 
activities identified in phase one?
II.2. How valuable do mentors and mentees perceive the mentoring activities 
identified in phase one to be?
II. 3. What are the benefits and concerns related to the mentoring activities in 
phase one expressed by mentors and mentees?
II.4. What other types of informal mentor relationships do mentors and mentees 
in the Coast Guard engage in aside from the formal mentor program?
Phase III -  Discrepancy Analysis
III. 1. To what degree do the mentoring activities of Coast Guard employees match 
the Department o f Transportation (DOT) model mentor program?
Sample Selection
The U.S. Coast Guard is organized into nine districts that are composed of 
different states in the nation. The U.S. Coast Guard Fifth District is comprised of 
Pennsylvania, New Jersey, Delaware, Maryland, Washington, D.C., Virginia, and North 
Carolina (see Appendix E).
The population for this study consisted of Fifth District Coast Guard units 
participating in the mentor program. The Fifth District, also known as Atlantic Area, 
contains civilians, active duty personnel, reservists, and auxiliarists. Headquarters is 
typically not included within the Fifth District; however, for the purpose of this study, the 
definition of Fifth District broadly included Headquarter Units that are geographically
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located within the Fifth District. Based on this definition, the following units are 
included in the population of the Fifth District:
•  Administrative Law Judge, Washington, D.C.
• Aircraft Repair and Supply Center, Elizabeth City, NC
• Command and Control Engineering Center, Portsmouth, VA
• Engineering Logistics Center, Baltimore, MD
• Finance Center, Chesapeake, VA
• Human Resources Service and Information Center, Washington, D.C.
• Marine Safety Center, Washington, D.C.
• National Maritime Center, Arlington, VA
• National Response Center (Coast Guard-staffed), Washington, D.C.
• Atlantic Strike Team, Elizabeth City, NC
• Navigation Center, Alexandria, VA
• Reserve Training Center, Yorktown, VA
• Telecommunications and Information Systems Command, Alexandria, VA
• Yard, Baltimore, MD
The sample for the study was based upon the population of civilians and active 
duty military within the geographical Fifth District. The sample was a random, stratified, 
non-proportionate sample. In stratified sampling, the target population is divided into 
subgroups (or strata) and a number of respondents are randomly selected from each 
stratum. Typically stratified samples are proportionate in order to maintain the 
population proportion; however, in this study a non-proportionate sample with equivalent 
sample cells was used so that the number o f civilians and active duty military participants
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will be approximately equal. Within the Fifth District and encompassing Headquarters 
Units, there are 3,100 civilians and 4,300 active duty personnel.
Survey Tracker, version 1.2, was used to determine the sample size and audience 
list. Survey Tracker is a survey management system that contains a sampling screen 
where information is entered to automatically determine sample size. The sampling 
screen has several fields that are used to determine the characteristics of the sample. The 
fields include estimation method, target population size, confidence interval, error 
tolerance, estimated error length, estimated standard deviation, and expected response 
rate. The minimum sample size displays the minimum number of respondents out of the 
target population that must be used in order to achieve the confidence interval and error 
tolerance indicated. The required minimum sample size for the population was 
determined to be 372 people. This is the sample size required to provide a 95% 
confidence interval, 5% error tolerance, and 70% expected response rate. A total of 400 
people were sampled. This included 200 civilian employees and 200 active duty military 
employees, encompassing both mentors and mentees.
Civilian and active duty military Coast Guard employees are all listed on a 
Standard Distribution List (SDL) that is accessible to all employees. The SDL contains 
information on each employee including name, unit, rate (for active duty military), 
address, phone number, and e-mail address. Survey Tracker contains the option to import 
an audience list from another source. Using Survey Tracker, the SDL list was filtered to 
eliminate individuals not located in the geographic Fifth District. The sample was then 
randomly selected from the list of filtered names using the criteria from the sample
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selection method. People who were included in the sample were marked on the audience 
list with an “X” in the “Included in the Sample” checkbox.
Generalizabilitv
The sample of this study is generalizable to all Coast Guard employees in the 
geographic Fifth District. The results should have some generalizability to the other eight 
districts since Coast Guard employees tend to be a transient group. Individuals often 
move between districts as their assignment changes. Therefore, the pool of participants is 
likely to have worked in another district or will work in another district in the future.
Instrumentation
Specific instruments employed in the study are briefly described in this section. 
Design of the Instrument
This section on instrument design is organized into four sections including 
reasons for using a survey, survey design, survey content, and survey reliability and
validity.
Reasons for using a survey. The data for this study was gathered using a survey 
instrument. A survey was selected for data collection because this methodology is 
valuable in collecting information for purposes of description. A questionnaire was 
chosen as the specific form of data collection due to its advantages in providing 
standardized information from a representative sample of Coast Guard employees on 
mentoring. A survey is also the least expensive and most convenient method of gathering 
information from participants. A review of related studies yielded no appropriate survey 
instrument for use in this study; therefore, an instrument was developed and validated for 
the purpose of this study. The survey that was developed emulates a survey instrument
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developed at the Oxford School of Coaching and Mentoring (2000) called the Self- 
Managed Learning Program Feedback Questionnaire. The Oxford survey also uses a 
Likert-type scale for responses.
Survey design. There were three steps taken in the initial design of the survey. 
The steps included (1) conducting a literature analysis, (2) creating a table of 
specifications, and (3) conducting a pilot test.
Step 1: Literature Analysis. A document review was useful for collecting 
information on the components of the Coast Guard Mentor Program. A document review 
was necessary to write valid survey questions. The documents that were reviewed 
included (a) a copy of the mentor program outline, (b) Coast Guard training manuals for 
mentoring, and (c) journals and books containing articles related to mentoring. The 
researcher developed survey questions with the aid of a table of specifications created 
from the literature reading. An analysis of studies involving mentoring is important for 
determining the activities to be included within Part II of the survey. The list o f activities 
was compiled by extracting activities that were mentioned somewhere in the study. A 
decision rule was created to determine whether or not an activity listed in the chart on the 
following page would be included in the survey.
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Table 1
Activities Found in Mentor Programs
♦ A ctiv itie s  C o n ta in e d  W ith in  S o u rc e s  C ite d * *
M e n to r  P ro g ra m s  M o s t 
F re q u e n tly  C ite d  in  th e  
L i te ra tu r e A B C D E  F  G H I J K  L  M  N
1. O rie n ta tio n  to  jo b  re s o u rc e s • • •
2 . T o u r  o f  w ork  e n v iro n m e n t • • • •
3 . G o  o v e r  o rg a n iz a tio n a l ru le s • •  •  •
4 . D isc u ss  in fo rm al • • •  •  •
o rg a n iz a tio n a l cu ltu re
5 . G o  o v e r  p e rfo rm a n c e  
e v a lu a tio n  p ro c e d u re s
• •  •
6 . D isc u ss  jo b - re la te d  c o n c e rn s • • • •
7 . H a v e  lunch  to  d is c u s s  w e e k ’s • • • •
a c tiv it ie s
8 . S h a re  k n o w led g e  in  a  sp e c if ic  
a re a  o f  ex p e rtise
• • • •  •
9 . S h a re  k n o w led g e  o f  in fo rm a l 
o rg a n iz a tio n a l ru le s
• • •  •
10. D isc u s s  d a ily  s c h e d u le • • •
11. P ro v id e  list o f  a c tiv it ie s  fo r • • •
c a re e r  d ev e lo p m e n t
12. In s tru c t in d iv id u a l o n  h o w  to • • •
c o m p le te  o n e ’s job
13. P ro v id e  in fo rm a tio n  o n  h o w • • •
to  h a n d le  jo b  s tress
14. C re a te  tim e lin e  fo r  a c h ie v in g
jo b  g o a ls
• • • •
15. P ro v id e  d irec tio n  in  h a n d lin g •  • •
m u ltip le  p rio ritie s
16. S h a d o w  to  o b se rv e  d a ily • • •  •  •
w o rk  a c tiv itie s
17. P e e r  co ach in g • • • •
18. E x p la in  the o rg a n iz a tio n a l 
h ie ra rc h y
• •  •
19. P ro v id e  feed b ack  o n  sp e c if ic • •  •  • •
to p ic s
20 . F a c e -to -fa c e  d is c u s s io n s • • •
21 . W o rk  o n  in d iv id u a l c a re e r •  • • •
d e v e lo p m e n t p lan
2 2 . R e v ie w  resu m e • • •
2 3 . P ro v id e  c a re e r  sp e c if ic  
a d v ic e
•  • • •  •
2 4 . R e v ie w  w ritten  w o rk • • •
a s s ig n m e n ts
25 . E d it w ritten  w ork • • •
a s s ig n m e n ts
2 6 . G o  o v e r  o rg an iza tio n a l 
p o lic ie s
•
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Activities Found in Mentor Programs
♦ A ctiv itie s  C o n ta in e d  W ith in  S o u rc e s  C ite d * *
M e n to r  P r o g r a m s  M o s t --------------------------------------------------------------
F re q u e n t ly  C i te d  in  th e  
L i t e r a tu r e A B C D E F G H I  J  K L M N
2 7 . E -m a il in te ra c t io n s
2 8 . E x a m in e  h o w  d e c is io n s  
a f fe c t g o a ls
2 9 . H a v e  d is c u s s io n  a b o u t  j o b  
p ro g re ss
3 0 . T e le p h o n e  c a l l s  fo r  u p d a te s
♦ D e c is io n  ru le : C ite d  in  th r e e  o r  m o re  s tud ies . 
** Sources Cited
A Guglielmi & Tatrow, 1998
B Sweeney, 1993
Petrie, Hatranft, & Lutz, 1995
D Arredondo & Rucinski, 1998
Tschannen-Moran, Hoy, & Hoy, 1998
Wideen, Mayer-Smith, & Moon, 1998
G Zepeda & Ponticell, 1997
H Shen, 1997
I Lam, Foong, & Moo, 1995
Feyten & Kaywell, 1994
Chester & Beaudin, 1996
Bradley &  Gordon, 1994
M Ragins & Scandura, 1994
N Sullivan, 1993
Step 2: Table of Specifications. A table of specifications was developed to 
outline the percentage of questions from each category that were developed from both the 
literature base and the One DOT Mentoring Program. The categories were derived from 
the literature analysis above. The table of specifications is important for Research 
Question III. 1 involving a discrepancy analysis.
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Table 2
Table of Specifications
Survey Question % from 
Literature 
Base




Acclimating to the Organizational Culture
1. Orientation to job resources
2. Tour of work environment 20.0% 15.0%
3. Go over organizational rules
4. Discuss informal organizational culture
5. Go over performance evaluation procedures
Providing Information
6. Discuss job-related concerns
7. Have lunch to discuss week’s activities 20.0% 25.0%
8. Share knowledge in a specific area of expertise
9. Share knowledge of informal organizational rules
10. Discuss daily schedule________________________________________________
Assisting with Job Management____________________________________________
11. Provide list of activities for career development
12. Instruct individual on how to complete one’s job 20.0% 20.0%
13. Provide information on how to handle job stress
14. Create timeline for achieving job 
accomplishments________________________________
15. Provide direction on handling multiple priorities___________________________
Providing Feedback and Communication____________
16. Shadow to observe daily work activities
17. Peer coaching 20.0% 15.0%
18. Explain the organizational hierarchy
19. Provide feedback on specific topics
20. Face-to-face discussions
Providing Career Guidance
21. Work on individual career development plan
22. Review resume 20.0% 25.0%
23. Provide career specific advice
24. Review written work assignments
25. Edit written work assignments
Total 100.0% 100.0%
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Step 3: Pilot Test. For this study, there were two pre-tests performed. The first 
pre-test was aimed at correcting problems with the self-administered survey, openly 
asking for help and comments. The first pre-test was administered to the diverse staff at 
the Performance Technology Center at Training Center Yorktown. The staff includes 25 
civilian and active-duty military members. The staff members fulfilled both mentor and 
mentee roles. A pilot study was conducted to assure the appropriateness of the data 
collection instruments and procedures. Pilot studies are conducted “to measure the range 
of ideas or opinions that people have or the way that variables seem to hang together” 
(Fowler, 1993, p. 59). It is important to pilot the questions in order to determine the 
suftability of questions and length of the survey. The second pre-test was conducted in a 
parallel manner to the way in which the actual survey was planned. The survey questions 
were pilot tested with a group of civilian and active duty military mentors and mentees 
randomly selected from Training Center Yorktown in Yorktown, Virginia. Random 
selection was conducted using a computer randomization program that selected names 
from the Training Center Yorktown electronic distribution list. Feedback related to 
specific questions was helpful so that the researcher could control for the possibility of 
misinterpretation, redundancy, inconsistency, or bias. Respondents were asked to clarify 
any questions or concerns, and to give suggestions about any changes that need to be 
made for the instrument to be more useful. The most useful aspect of the pilot survey 
was assuring that the list of mentoring activities in the final survey was comprehensive. 
Narrative feedback was used to determine whether there were any additional questions 
that should be added to the survey to enable parts of the data analysis to be completed.
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Data analysis of the information gathered in the pilot test was analyzed in the manner 
described in the data analysis section of this chapter.
The pilot test yielded results where it appeared that mentors and mentees rated 
items similarly. The Chi-Square analysis for the pilot test provided a significance level 
of 0.002. That means that the two groups, mentors and mentees, were essentially 
comparable. The demographic question concerning role as mentor or mentee provided 
data that the actual number of participants for each role was very close to the expected 
number. There was very little disparity between mentors and mentee responses for 
individual survey items with regards to performance, frequency, and importance. The 
statistical majority of mentor and mentee participants responded that they performed 23 
of the 25 activities with the exception of "shadowing" and "review resume."
Survey content. Two copies of the survey were created. The paper copy of the 
survey was created using Design Expert software created by National Computer Systems 
(NCS). The software allowed the survey designer to create a document that can be easily 
scanned using an OpScan scanner and Scan Tools software. The data was maintained in 
a format that could be imported into statistical software, for example, SPSS. The 
electronic copy of the survey was created using Access software. The electronic copy of 
the survey contained the same sections as the paper copy of the survey. The only 
difference was distribution. The paper surveys were mailed to participants while the 
electronic copies were sent using e-mail.
The survey instrument contained three parts. Part I asked respondents for 
demographic information such as designation as mentor or mentee and designation as 
active duty military or civilian. A form was developed to gather information regarding
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important background information or demographic data. Data was requested related to 
role as mentor or mentee and designation as active duty military or civilian. Background 
or demographic information on a survey is self-reported data. These demographic data 
were collected in a section at the beginning of the survey.
Part II of the survey instrument contained a Likert-type scale to allow participants 
to respond to frequency and value of mentoring activities. Participants rated the survey 
items using a five-point Likert-type scale. In surveys using Likert-type scales, the 
categories of response are provided to the respondent. The measurement scale is relative. 
The responses were analyzed primarily using descriptive statistics.
Part III contained open-ended questions related to benefits and concerns about 
mentoring activities. These sections gave participants an opportunity to provide some 
free response and describe more closely their real views in their own words.
Survey reliability and validity. Specific steps were taken to assure a good survey 
instrument. The survey was designed so that each question asked related to one or more 
of the survey’s objectives. The questions were written so that they were clear and 
concise. Each respondent in the sample was asked the same set of questions to increase 
instrument reliability. The format of the survey was uncluttered and easy to read. The 
survey questions were classified roughly into two groups: (1) closed questions, those for 
which a list of acceptable responses is provided to the respondent, and (2) open questions, 
those for which responses are not provided exactly to the respondent. The survey 
primarily used close-ended questions because they are easy to score and code for 
analysis.
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A table of specifications was constructed to provide for content validity. The 
survey was sent to the Coast Guard Mentor Program Manager for review. As a subject 
matter expert, the Mentor Program Manager was able to provide feedback on the content 
of the survey. A panel of experts from the Performance Technology Center at Training 
Center Yorktown, including five instructional systems specialists who routinely write and 
analyze surveys, reviewed the survey to provide structural and content feedback.
Data Collection
The Standard Distribution List supplied the names of all Coast Guard employees 
in the geographic Fifth District. An official letter was sent to U.S. Coast Guard 
Headquarters in Washington, D.C., asking permission to survey the individuals randomly 
selected for the sample.
A survey was mailed to each member of the systematic stratified sample. Two 
cover letters, one from the researcher and one from the Mentor Program Manager, asked 
identified sample members for their permission to participate in the study and outlined 
the purpose of the study. Using a survey, each one was given an opportunity to give 
feedback about activities, benefits, and concerns related to the program. This feedback 
provided both quantitative and qualitative information about the alignment between the 
activities proposed by the One DOT Mentoring Program and the actual activities engaged 
in by mentors and mentees. Electronic survey copies were sent to sample members using 
e-mail. The two cover letters were sent as attachments to the survey.
In an effort to reduce non-response, several steps were taken. Survey participants 
receiving the paper copy of the survey were sent a postcard, pre-notification card to alert 
them that the survey would arrive in approximately one week. This card was used to
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increase the likelihood of response because the respondents were more likely to expect or 
recognize the survey when it arrived. Assurance of confidentiality was made to each 
respondent. This was stated in the cover letter that accompanied each survey (see 
Appendix F). A second cover letter contained Coast Guard endorsement from the Mentor 
Program Manager. The second letter was included because participants receiving an 
official letter from the Commandant (see Appendix G) tend to be more meticulous about 
returning surveys promptly. Participants were asked to return surveys within 14 days of 
receipt. Survey participants receiving electronic copies of the surveys were reminded 
through the use of an e-mail reminder to complete the survey and submit it within the 
time frame.
Once a list of participants was generated, a packet containing two cover letters, a 
copy o f the survey, and a pre-addressed, return envelope was sent to each subject.
Mailed surveys were followed up with a reminder letter after 10 days. These letters 
thanked people who completed the survey while also reminding those who had not yet 
responded. In order to contact nonrespondents, the researcher had to know who had not 
returned a questionnaire. A simple identifying number was written on the return 
envelope. This unique identification number placed on each envelope helped track down 
problems in data cleaning as well as flagging cases of particular interest during analysis.
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Data Analysis
The unit of analysis for this study was individual mentors and mentees.
Table 3
Research Questions and Analysis/Technique Employed in Study
Research Question Analysis, Technique
RI.l Found descriptive statistics (mode) for responses. Ran a Chi- 
Square analysis.
RO.l Quantitative analysis. Found frequency and descriptive statistics 
(mean, mode, and standard deviation) for responses. Ran a series 
of crosstabulations to look at inconsistent relationships, 
unexpected averages, or large numbers of missing values. 
Conducted T-tests by subtopic from the survey.
RII.2 Quantitative analysis. Found frequency and descriptive statistics 
(mean, mode, and standard deviation) for responses. Ran a series 
of crosstabulations to look at inconsistent relationships, 
unexpected averages, or large numbers of missing values. 
Conducted T-tests by subtopic from the survey.
RII.3 Qualitative analysis. Coded for emergent themes and created a 
hierarchical tree to explore relationships between major emergent 
themes.
RII.4 Qualitative analysis. Coded for emergent themes.
RHI.l Discrepancy Analysis.
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Preliminary Steps for Analysis. A copy of the Mentoring Survey is in Appendix
H. There were three steps that must be performed before the survey can be distributed. 
The three steps included: (1) creation of a table outlining activities found through the 
literature analysis, (2) creation of a table of specifications for the literature base and the 
One DOT Mentoring Program with regards to distribution of survey questions, and (3) 
administration of a pilot test to ensure accuracy and comprehensibility of the survey 
content.
Qualitative analysis. QSR NUD*IST 4 software for qualitative data analysis was 
used to analyze the data. QSR stands for Qualitative solutions and Research, a software 
development company in Melbourne, Australia. NUD*IST stands for Non-numerical 
Unstructured Data Indexing Searching and Theorizing. NUD*IST supports processes of 
coding data in an index system, searching text and searching patterns of coding, and 
theorizing about the data. QSR NUD*IST 4 was used for analyzing small and large 
bodies of text contained in open-ended answers in the surveys. A search for key words 
and phrases was performed within the text. The program automatically indexes the 
results. The program permitted the finding and analyzing of patterns from the initial 
indexing. Data coding was achieved in QSR NUD*IST 4 using nodes. Coding at nodes 
was expanded for multiple, separate searches. A command file was written to introduce 
the data from the surveys into the spreadsheet and create an indexing tree to determine 
emergent relationships. Using keywords a search for patterns was be conducted. 
Narrative response passages were be indexed to better study relationships that emerged in 
the data.
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Discrepancy analysis. Analysis of phase three used Provus’ Discrepancy Evaluation 
Model (Fowler, 1993). Provus’ model has four basic stages. These stages include:
1. Definition -  Establishment of standards for each of the objectives.
2. Installation — Definition is used as standard against which to judge a program. 
Series of congruency tests are performed to identify discrepancies between 
expected and actual implementation of the program.
3. Process -  Data is gathered to see if program goals are being reached.
4. Product -  Determine whether terminal objectives for the program have been 
achieved.
One benefit of using a discrepancy model is that it helps determine the extent to which a 
program is proceeding towards attainment of stated objectives.
A matrix was created to aid in the discrepancy analysis (see Table 2). The matrix 
included features derived from an investigation of the literature base. The literature base 
provided supportable criteria for the discrepancy analysis. The five key subcomponents 
from the survey were used in the discrepancy analysis. The discrepancy in level of 
importance and frequency for both groups was examined. Quantitative data and 
comments were analyzed to determine whether or not the recommended criteria were 
supported by the participant responses.
Ethical Safeguards 
Maintaining rigor and trustworthiness is important to any research if the 
researcher hopes to discover accurate information about a particular question. A critical 
part of this study involved maintaining ethical standards. Permission from each of the 
participants was requested prior to data collection. It was noted in a permission form that
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all information of a personal nature would be kept confidential. Participants were 
informed of the purpose of the study: to investigate the Coast Guard Mentor Program and 
activities engaged in by mentors and mentees. Participants were told that there would be 
no remuneration for volunteering in the study. Maintaining confidentiality was an 
important aspect of this type of research. Participants were assured that they do not have 
to put their names on the surveys. Electronic surveys were returned anonymously 
without participant internet addresses posted in the "from" line of the electronic message. 
This was important because return addresses could potentially reveal identification of 
participants. While an individual’s identity was not revealed in any way, selective 
responses were incorporated into this final report in order to achieve a deeper level of 
understanding; however, specific comments were used without assigning names to 
comments.
The research proposal for this study was submitted to the Human Subjects Review 
Committee at the College of William and Mary School of Education (SOE-HSRC). Once 
approved, the research was conducted according to acceptable research practices.
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Chapter 4: Analysis of Results
The current study investigated the activities, time spent in various activities, 
value of activities, and concerns expressed by mentors and mentees in mentor programs 
in the U.S. Coast Guard. Specifically, this study examined surveys administered to Coast 
Guard mentors and mentees to assess their opinions regarding activities related to 
mentoring. The major purposes of this study were to: (a) discover the types of activities 
mentors and mentees in the U.S. Coast Guard are engaged in, (b) determine the frequency 
of participation in these mentoring activities and their value to mentors and mentees, and 
(c) investigate whether there is alignment between the activities engaged in by mentors 
and mentees and the activities recommended in the One DOT Mentoring Program. A 
survey design using a combination of open and closed questions was employed to collect 
data from a systematic sample of mentors and mentees in the U.S. Coast Guard 
geographical Fifth District. The sample included active duty military and civilian 
mentors and mentees.
The investigation was conducted in three phases. In Phase I, mentoring activities 
were identified through a combination of an exhaustive literature search and perusal of 
the U.S. Coast Guard Mentoring Handbook. For Phase II of the research, information 
related to performance, frequency, and importance of the identified activities was 
gathered using a survey instrument. Finally, the degree to which the reported activities 
align with activities proposed by the U.S. Coast Guard Mentor Program were investigated 
in Phase III. The results are presented by addressing the research questions for each 
phase.
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Survey Response Rate 
The survey was administered using two different methods of distribution. A total 
of 400 surveys were distributed to members of the sample, 200 surveys were paper-based 
and sent in the mail, and 200 surveys were sent electronically using e-mail. The chart 
below illustrates the return rate for participation in the survey.
Table 4











The response rate for surveys distributed electronically was approximately 17% higher 
for electronic surveys compared to paper-based surveys. The overall response rate was 
80.8%.
Demographic Information: Participating Mentors and Mentees 
The purpose of the demographic section of the survey was to describe the sample 
population who provided the information analyzed in the study. Specifically, data were 
collected and analyzed to characterize mentors’ and mentees’ attitudes regarding activities 
related to mentoring. Mentors and mentees completed questionnaires containing Likert- 
type rating scales to describe the following: current status, role in the mentoring 
relationship, number of mentors or mentees, average length of time spent in a mentoring
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relationship, and work location. The demographic information collected is summarized 
in Table 5.
Table 5
Demographic Analysis of Participants
M entor Mentees
N = 177 N = 146
n % n %
Current Civilian 64 36.2 70 47.9
Status Active Duty Military 113 63.8 76 52.1
Number of One 26 14.7 33 22.6
mentors or 
mentees
Two 36 20.3 44 30.1
Three or more 115 65.0 69 47.3
Average Less than 6 months 44 24.9 40 27.4




More than 1 year but less than 2 years 30 16.9 24 16.4
At least 2 years but less than 5 years 26 14.7 31 21.2
5 years or more 14 7.9 14 9.6
Location North Carolina 17 9.6 13 8.9
within Fifth Virginia 96 54.2 54 37.0
District Washington D.C. 31 17.5 42 28.8
Maryland 16 9.0 14 9.6
Delaware 6 3.4 3 2.1
Pennsylvania 4 2.3 11 7.5
New Jersey 7 4.0 9 6.2
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Demographic Analysis of Participants
Headquarter Administrative Law Judge, 
Unit Location Washington, DC
1 0.6 2 1.4
Aircraft Repair and Supply Center, Elizabeth 
City, NC
4 2.3 7 4.8
Command and Control Engineering Center, 19 10.7 6 4.1
Portsmouth, VA
Engineering Logistics Center, 
Baltimore, MD
2 1.1 4 2.7
Finance Center, Chesapeake, VA 11 6.2 6 4.1
Human Resources Service and Information 2 1.1 6 4.1
Center, Washington, DC
Marine Safety Center, Washington, DC 2 1.1 2 1.4
National Maritime Center, 5 2.8 4 2.7
Washington, DC
National Response Center, 
Washington, DC
3 1.7 4 2.7
Navigation Center, Alexandria, VA 4 2.3 2 1.4
Training Center, Yorktown, VA 19 10.7 19 13.0
Telecommunications and Information 4 2.3 4 2.7
Systems Command, Alexandria, VA
Yard, Baltimore, MD 5 2.8 3 2.1
Not located at Headquarter’s Unit 96 54.2 77 52.7
By designation as civilian or active-duty military, 36.2% (n = 64) of the mentors 
were civilian and 63.8% (n = 113) were active-duty military. For mentees, 47.9% (n = 
70) were civilian and 52.1% (n = 76) were active-duty military. There was a balanced 
representation from the civilian and active-duty military populations in this study.
Findings for Phase I Research Questions
1.1. W hat are the m entoring activities reported by m entors and mentees in 
the United States Coast G uard?
The 25 activities listed on page three of the Mentoring Survey were compiled 
through a comprehensive literature search. The methodology used to determine which 
activities to include in the survey was discussed in Chapter 3.
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Beside each activity listed in the survey were three separate response categories 
related to performance, frequency, and importance. The number and percentage of 
mentors and mentees who participated in each activity is presented in Table 6.
Table 6
Activity Participation Data
Activity M entor Mentee
N % n %
Orientation to job Yes 139 78.5 97 66.4
resources No 38 21.5 49 33.6
Tour of work Yes 122 68.9 83 56.8
environment No 55 31.1 63 43.2
Go over Yes 147 83.1 94 64.4
organizational rules No 30 16.9 52 35.6
Discuss informal Yes 138 78.0 80 54.8
organizational
culture
No 39 22.0 66 45.2
Go over Yes 145 81.9 101 69.2
performance No 32 18.1 45 30.8
evaluation
procedures
Discuss job-related Yes 159 89.8 114 78.1
concerns No 18 10.2 32 21.9
Have lunch to Yes 54 30.5 37 25.3
discuss week’s 
activities
No 123 69.5 109 74.7
Share knowledge in Yes 170 96.0 129 88.4
a specific area of 
expertise
No 7 4.0 17 11.6
Share knowledge of Yes 146 82.5 92 63.0
informal
organizational rules
No 31 17.5 54 37.0
Discuss daily Yes 119 67.2 85 58.2
schedule No 58 32.8 61 41.8
Provide list of Yes 100 56.5 59 40.4
activities for career 
development
No 77 43.5 87 59.6
Instruct individual Yes 145 81.9 93 63.7
on how to complete 
one’s job
No 32 18.1 53 36.3
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Activity Participation Data
Provide information Yes 131 74.0 75 51.4
on how to handle job 
stress
No 46 26.0 71 48.6
Create timeline for Yes 123 69.5 79 54.1
achieving job 
accomplishments
No 54 30.5 67 45.9
Provide direction on Yes 138 78.0 81 55.5
handling multiple 
priorities
No 39 22.0 65 44.5
Shadow to observe Yes 78 44.6 50 34.7
daily work activities No 97 55.4 94 65.3
Peer coaching Yes 107 60.5 82 56.2
No 82 39.5 64 43.8
Explain the Yes 124 70.1 76 52.4
organizational
hierarchy
No 53 29.9 69 47.6
Provide feedback on Yes 172 97.2 127 87.0
specific topics No 5 2.8 19 13.0
Face-to-face Yes 165 93.2 124 84.9
discussions No 12 6.8 22 15.1
Work on individual Yes 110 62.1 78 53.4
career development 
plan
No 67 37.9 68 46.6
Review resume Yes 76 42.9 53 36.3
No 101 57.1 93 63.7
Provide career Yes 133 75.1 87 59.5
specific advice No 44 24.9 59 40.5
Review written work Yes 119 67.2 84 57.5
assignments No 58 32.8 62 42.5
Edit written work Yes 112 63.3 87 59.6
assignments No 65 36.7 59 40.4
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The graph shown below provides a visual representation of the data summarized 
in Table 6.
Figure 1
Mode for Performance of Activity
Mode for Performance of Activity
Mode for 
Performance
I Mentors (n=177) 
I Mentees (n=146)
8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 
Survey Question Number
F ig u re  I 
Y -A x is
1 =  Y es
2 =  N o
The survey question numbers were placed on the x-axis in Figure 1 above. The 
table on the following page shows the survey question number and corresponding 
activity. This table can be referenced when reading Figure 1 and subsequent tables as 
they are encountered in this study.
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Table 7
Survey Question and Corresponding Mentoring Activity
Q u e s tio n  n u m b e r S u rv e y  Q u e s t io n  (A ctiv ity )
1 Orientation to job resources
2 Tour of work environment
3 Go over organizational rules
4 Discuss informal organizational culture
5 Go over performance evaluation procedures
6 Discuss job-related concerns
7 Have lunch to discuss week’s activities
8 Share knowledge in a specific area o f expertise
9 Share knowledge of informal organizational rules
10 Discuss daily schedule
11 Provide list o f activities for career development
12 Instruct individual on how to complete one’s job
13 Provide information on how to handle job stress
14 Create timeline for achieving job accomplishments
15 Provide direction on handling multiple priorities
16 Shadow to observe daily work activities
17 Peer coaching
18 Explain the organizational hierarchy
19 Provide feedback on specific topics
20 Face-to-face discussions
21 Work on individual career development plan
22 Review resume
23 Provide career specific advice
24 Review written work assignments
25 Edit written work assignments
The key finding for R 1.1 was that the majority (> 50%) of mentors and mentees 
perform all but three of the 25 activities listed in the Mentoring Survey. The three 
activities performed by less than 50% of the sample include:
• Have lunch to discuss week’s activities (Subtopic B, providing information)
• Shadow to observe daily work activities (Subtopic D, providing feedback and 
communication)
• Review resume (Subtopic E, providing career guidance)
There was also an interesting outlier in this data. From a combined total of 
mentors and mentees, the majority reported performing the activity, provides list of
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Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
activities for career development; however, the statistics varied between the two groups. 
The majority of mentors indicated that they provided a list of activities for career 
development while the majority of mentees did not indicate that they participated in this 
activity. The data below in Table 8 and Figure 2 illustrate the difference in response 
between mentors and mentees.
Table 8
Performance Results: Provide List of Activities for Career Development
Yes No Total
Group n % n % n %
Mentors 100 56.5% 77 43.5% 177 100.0%
Mentees 59 40.4% 87 59.6% 146 100.0%
Figure 2
Role in Mentorship Versus Performance of Provide List of Activities for Career 
Development
Role in Mentorship v. % Perform (Provide 
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Chi-Square Test
The results of the test were x2(1 ,N = 323) = .085, g<0.05. A Chi-Square test was 
used to tabulate a statistic for one variable based on the differences between the observed 
and expected frequencies. A Chi-Square analysis was performed on Survey demographic 
question three, designation as mentor or mentee. The result of the Chi-Square analysis 
was significance of .085; therefore, there was no statistical significance at the .05 level. 
The .05 level was established at the beginning of the study. The Chi-Square analysis 
indicated that there are no significant statistical differences between mentors and mentees 
based on their roles at the .05 level.
Findings for Phase II Research Questions
II. 1. W hat amount of time do mentors and mentees spend on the mentoring 
activities identified in phase one?
Participants rated frequency of participation by completing a researcher 
developed and validated survey tool. Using a five point Likert-type scale (1 = 
infrequent/unpredictable to 5 = daily) participants rated their frequency of participation 
for each of the 25 activities listed in the survey. Infrequent/unpredictable could be 
interpreted by respondents than anything performed less than on a semi-annual basis. 
Results of these ratings are reported in Table with means, standard deviations, and modes 
noted for specific items. The data for frequency was ranked based on means. The 
ranking of the 25 activities based on ascending means is presented for both mentors and 
mentees. The activity with the lowest mean received a ranking of one, and the activity 
with the highest mean received a ranking of 25. For example, the activity performed 
least often or "infrequent/unpredicatable" received a rank of one.
9 9
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Table 9
Mentoring Activities: Frequency Results
Mentors Mentees
Activity M SD Rank M SD Rank
Orientation to job resources 2.73 1.39 13 2.20 1.37 6
Tour of work environment 2.17 1.44 2 2.12 1.39 3
Go over organizational rules 2.52 1.29 9 2.15 1.21 5
Discuss informal organizational culture 2.71 1.39 11 2.48 1.41 11
Go over performance evaluation 
procedures
2.36 .80 4 2.09 0.83 2
Discuss job-related concerns 3.54 1.27 21 3.33 1.34 20
Have lunch to discuss week’s activities 2.73 1.30 12 2.59 1.30 12
Share knowledge in a specific area of 
expertise
3.83 1.34 24 3.46 1.36 22
Share knowledge of informal 
organizational rules
3.03 1.45 14 3.01 1.26 15
Discuss daily schedule 3.68 1.49 22 3.64 1.53 24
Provide list of activities for career 
development
2.47 1.06 7 2.32 1.16 8
Instruct individual on how to complete
one’s job
3.35 1.06 19 3.39 1.06 21
Provide information on how to handle
job stress
2.44 1.22 6 2.36 1.13 9
Create timeline for achieving job 
accomplishments
3.30 1.20 18 3.23 1.47 17
Provide direction on handling multiple 
priorities
3.12 1.32 16 3.06 1.28 16
Shadow to observe daily work activities 3.06 1.64 15 2.88 1.44 13
Peer coaching 2.69 1.48 10 2.99 1.44 14
Explain the organizational hierarchy 2.19 1.08 3 2.14 1.26 4
Provide feedback on specific topics 3.70 1.20 23 3.53 1.19 23
Face-to-face discussions 3.88 1.34 25 3.90 1.38 25
Work on individual career development 
plan
2.43 1.16 5 2.29 1.17 7
Review resume 1.61 1.03 1 1.73 0.78 1
Provide career specific advice 2.47 1.20 8 2.37 1.07 10
Review written work assignments 3.47 1.46 20 3.32 1.28 19
Edit written work assignments 3.26 1.43 17 3.32 1.30 18
Both mentors and mentees ranked "face-to-face discussions" as the activity of 
most frequent or "daily" participation. Two activities listed in Table 9 had noticeably
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different ranking from mentors and mentees. These activities were "orientation to job 
resources" and "go over organizational rules." The activity ranked lowest by both 
mentors and mentees was “review resume.” The activity ranked highest by both mentors 
and mentees was “face-to-face discussions.”
Table 10
Mentoring Activities: Frequency Results Bv Level of Response
Activity Mentor Mentee
n % n %
Orientation to Infrequent 36 25.9 45 46.4
job resources Semi-annual 28 20.1 17 17.5
Monthly 32 23.0 15 15.5
Weekly 23 16.5 11 11.3
Daily 20 14.4 9 9.3
Tour of work Infrequent 65 53.7 42 50.0
environment Semi-annual 8 6.6 15 17.9
Monthly 22 18.2 11 13.1
Weekly 14 11.6 7 8.3
Daily 12 9.9 9 10.7
Go over Infrequent 47 31.5 40 42.6
organizational Semi-annual 22 14.8 19 20.2
rules Monthly 48 32.2 19 20.2
Weekly 19 12.8 13 13.8
Daily 13 8.7 3 3.2
Discuss Infrequent 43 31.2 32 40.0
informal Semi-annual 16 11.6 7 8.8
organizational Monthly 30 21.7 20 25.0
culture Weekly 36 26.1 13 16.3
Daily 13 9.4 8 10.0
Go over Infrequent 9 6.2 17 16.8
performance Semi-annual 91 62.8 68 67.3
evaluation Monthly 33 22.8 9 8.9
procedures Weekly 8 5.5 4 4.0
Daily 4 2.8 3 3.0
Discuss job Infrequent 16 10.1 16 14.0
related Semi-annual 15 9.4 15 13.2
concerns Monthly 40 25.2 24 21.1
Weekly 43 27.0 33 28.9
Daily 45 28.3 26 22.8
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
Mentoring Activities: Frequency Results Bv Level of Response
Have lunch to Infrequent 16 29.1 11 29.7
discuss week’s Semi-annual 3 5.5 5 13.5
activities Monthly 20 36.4 12 32.4
Weekly 12 21.8 6 16.2
Daily 4 7.3 3 8.1
Share Infrequent 20 11.8 18 14.0
knowledge in a Semi-annual 8 4.7 11 8.5
specific area of Monthly 25 14.7 32 24.8
expertise Weekly 45 26.5 30 23.3
Daily 72 42.4 38 29.5
Share Infrequent 33 22.6 16 17.4
knowledge of Semi-annual 22 15.1 14 15.2
informal Monthly 27 18.5 25 27.2
organizational Weekly 35 24.0 27 29.3
rules Daily 29 19.9 10 10.9
Discuss daily Infrequent 21 17.6 16 18.8
schedule Semi-annual 5 4.2 4 4.7
Monthly 15 12.6 12 14.1
Weekly 28 23.5 16 18.8
Daily 50 42.0 37 43.5
Provide list of Infrequent 19 19.0 17 28.3
activities for Semi-annual 34 34.0 20 33.3
career Monthly 33 33.0 13 21.7
development Weekly 9 9.0 7 11.7
Daily 5 5.0 3 5.0
Instruct Infrequent 14 9.7 11 11.8
individual on Semi-annual 11 7.6 1 1.1
how to Monthly 41 28.3 29 31.2
complete one’s Weekly 68 46.9 45 48.4
job Daily 11 7.6 7 7.5
Provide Infrequent 41 31.3 23 30.7
information on Semi-annual 25 19.1 17 22.7
how to handle Monthly 39 29.8 21 28.0
job stress Weekly 19 14.5 13 17.3
Daily 7 5.3 1 1.3
Create timeline Infrequent 15 12.3 16 20.8
for achieving Semi-annual 11 9.0 8 10.4
job Monthly 36 29.5 14 18.2
accomplishmen Weekly 42 34.4 20 26.0
ts Daily 18 14.8 19 24.7
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Mentoring Activities: Frequency Results Bv Level o f Response
Provide Infrequent 26 18.7 15 18.5
direction on Semi-annual 13 9.4 5 6.2
handling Monthly 39 28.1 34 42.0
multiple Weekly 40 28.8 14 17.3
priorities Daily 21 15.1 13 16.0
Shadow to Infrequent 26 33.3 12 23.5
observe daily Semi-annual 4 5.1 10 19.6
work activities Monthly 6 7.7 10 19.6
Weekly 23 29.5 10 19.6
Daily 19 24.4 9 17.6
Peer coaching Infrequent 40 37.0 20 24.4
Semi-annual 4 3.7 10 12.2
Monthly 29 26.9 18 22.0
Weekly 20 18.5 19 23.2
Daily 15 13.9 15 18.3
Explain the Infrequent 45 36.3 33 43.4
organizational Semi-annual 26 21.0 15 19.7
hierarchy Monthly 41 33.1 18 23.7
Weekly 9 7.3 4 5.3
Daily 3 2.4 6 7.9
Provide Infrequent 18 10.5 14 11.0
feedback on Semi-annual 8 4.7 5 3.9
specific topics Monthly 26 15.1 35 27.6
Weekly 76 44.2 46 36.2
Daily 44 25.6 27 21.3
Face-to-face Infrequent 17 10.3 16 12.9
discussions Semi-annual 14 8.5 4 3.2
Monthly 14 8.5 16 12.9
Weekly 47 28.5 28 22.6
Daily 73 44.2 60 48.4
Work on Infrequent 26 23.6 26 33.3
individual Semi-annual 39 35.5 18 23.1
career Monthly 23 20.9 23 29.5
development Weekly 16 14.5 7 9.0
plan Daily 6 5.5 4 5.1
Review resume Infrequent 52 68.4 26 47.3
Semi-annual 9 11.8 18 32.7
Monthly 10 13.2 11 20.0
Weekly 3 3.9 0 0.0
Daily 2 2.6 0 0.0
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Mentoring Activities: Frequency Results Bv Level o f  Response
Provide career Infrequent 36 27.1 23 26.7
specific advice Semi-annual 30 22.6 22 25.6
Monthly 45 33.8 29 33.7
Weekly 12 9.0 10 11.6
Daily 10 7.5 2 2.3
Review written Infrequent 22 18.5 13 15.5
work Semi-annual 8 6.7 5 6.0
assignments Monthly 18 15.1 23 27.4
Weekly 34 28.6 28 33.3
Daily 37 31.1 15 17.9
Edit written Infrequent 22 19.6 13 14.8
work Semi-annual 10 8.9 8 9.1
assignments Monthly 24 21.4 22 25.0
Weekly 29 25.9 28 31.8
Daily 27 24.1 17 19.3
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Figure 3
Means for Activity Frequency
Means for Activity Frequency
3 -
Frequency
M eans 2 -
inn in inf
I Mentors (n=177) 
I Mentees (n=146)
1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25
Survey question number
Figure 3 above uses survey question numbers on the x-axis. Refer to Table 7 for 
a listing of the survey question numbers and the corresponding mentoring activity.
Responses to questions related to frequency of performance of activity were 
similar for mentors and mentees. Figure 3 illustrates this fact. When there was disparity 
between the two groups’ responses for frequency of activity involvement, mentors tended 
to rate the frequency of participation approximately one Likert-scale point higher than 
mentees. The only exception to this statement was question three, "go over 
organizational rules," in which there were two Likert-scale points separating the two 
groups.
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The frequency data related to the activity, "discuss informal organizational 
culture," produced a graph with a bimodal distribution for mentors. For mentors, in 
particular, the frequency of performance appeared to be either infrequent or weekly. 
There is a big difference between not performing the activity and performing the activity 
on a more regular basis. The distribution was similar for mentees; however, the response 
for infrequent performance was much more pronounced in this group. Table 11 and 
Figure 4 below illustrate this outlier.
Table 11
Frequency Results: Discuss Informal Organizational Culture
Infrequent Semi-
Annual
Monthly Weekly Daily Total
Group n % n % n % n % n % n %
Mentors 43 31.2 16 11.6 30 21.7 36 26.1 13 10.0 138 100
Mentees 32 40.0 7 8.8 20 25.0 13 16.3 8 10.0 80 100
Figure 4
Role in Mentorship versus Frequency for Discuss Informal Organizational Culture
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The majority of the survey items followed a normal distribution for responses. 
Most responses produced a bell curve graphically with the greatest number of responses 
falling into the monthly category. Frequency and importance for many activities 
appeared to be related. Many activities that were engaged in with weekly or daily 
frequency also received importance ratings of high or critical value
A second significant outlier identified in the frequency data was related to item 
number 16, “shadow to observe daily work activities.” Once again, there was a bi-modal 
distribution for mentors. A large percentage of respondents either shadowed infrequently 
or weekly/daily at the opposite end of the spectrum. A very low percentage of 
respondents reported anything in between. The responses for mentees appeared different 
than other responses due to the uniform distribution of responses. In other questions, 
uniformity was not depicted in the graphs and one response category received the 
majority of responses. The frequency data "shadow to observe daily work activities" is 
displayed in a Table 12 and Figure 5 below.
Table 12
Frequency Results: Shadow to Observe Daily Work Activities
Infrequent Semi-
Annual
Monthly Weekly Daily Total
Group n % n % n % n % n % N %
Mentors 26 33.3 4 5.1 6 7.7 23 29.5 19 24.4 78 100
Mentees 12 23.5 10 19.6 10 19.6 10 19.6 9 17.6 51 100
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Figure 5
Role in Mentorship versus Frequency for Shadow to Observe Daily Work Activities
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T- Test Data
Five t-Tests were conducted by subtopic from the survey. It is important to note 
that there is one chance out of five for Type I Error since five tests were conducted by 
subtopic. This is an important caution for judgement related to analysis of the data. The 
level of significance established at the beginning of the study was .05; therefore, 
significance was examined at the p < .05 level. Three out of the five subcategories 
provided statistically significant differences between mentors and mentees for activity 
frequency. Table 13 summarizes this information. The results can be interpreted to mean 
that mentors and mentees are different in these areas.
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Table 13
T-Test Frequency Data by Major Survey Subtopic
Subtopic t-Test Outcome
Acclimating to the Organizational Culture No statistical significance
Providing Information___________________ 0.020__________________
Assisting with Job Management___________0 .005__________________
Providing Feedback and Communication 0.033___________________
Providing Career Guidance No statistical significance
< .05
The following questions showed a great disparity between mentor and mentee 
responses. Each activity that elicited a vastly different response from mentors and 
mentees is listed underneath the major corresponding subtopic below.
• Providing Information
Share knowledge of informal organizational rules
• Assisting with Job Management
Create timeline for achieving job accomplishments
• Providing Feedback and Communication 
Shadow to observe daily work activities
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II.2. How valuable do mentors and  mentees perceive the m entoring activities 
identified in phase one to be?
Participants rated importance of each activity by completing a researcher 
developed and validated survey tool. Using a five point Likert-type scale (1 = minimal 
value to 5 = critical value) participants rated importance for each of the 25 activities 
listed in the survey. Results of these ratings are reported in Table 13 with means, 
standard deviations, and modes noted for specific items. The ranking of the 25 activities 
based on ascending means is presented for both mentors and mentees. The activity with 
the lowest mean received a ranking of one, and the activity with the highest mean 
received a ranking of 25. For example, the activity receiving a lowest or "minimal value" 
for importance received a one.
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Table 14
Mentoring Activities: Importance Results
Mentors Mentees
Activity M SD Rank M SD Rank
Orientation to job resources 3.49 1.00 12 3.31 0.95 10
Tour of work environment 3.02 1.11 3 3.01 1.11 1
Go over organizational rules 3.38 0.84 9 3.31 0.92 9
Discuss informal organizational culture 3.38 0.87 10 3.23 1.11 7
Go over performance evaluation 
procedures
3.75 0.96 20 3.81 0.97 24
Discuss job-related concerns 3.74 0.92 19 3.69 0.93 20
Have lunch to discuss week’s activities 3.38 0.76 8 3.24 0.86 8
Share knowledge in a specific area of 
expertise
3.90 0.93 24 3.78 0.97 23
Share knowledge of informal 
organizational rules
3.45 0.91 11 3.42 0.84 14
Discuss daily schedule 3.15 1.18 6 3.14 1.26 4
Provide list of activities for career 
development
3.53 0.73 15 3.45 0.95 16
Instruct individual on how to complete
one’s job
3.75 0.82 21 3.71 0.86 21
Provide information on how to handle
job stress
3.50 0.87 13 3.20 1.07 6
Create timeline for achieving job 
accomplishments
3.69 0.99 18 3.54 1.16 18
Provide direction on handling multiple 
priorities
3.61 0.82 16 3.49 0.99 17
Shadow to observe daily work activities 3.13 1.19 5 3.08 1.21 2
Peer coaching 3.10 1.06 4 3.41 1.00 13
Explain the organizational hierarchy 3.00 0.89 2 3.11 0.93 3
Provide feedback on specific topics 3.85 0.77 23 3.76 0.84 22
Face-to-face discussions 3.92 0.83 25 3.86 0.92 25
Work on individual career development 
plan
3.75 0.89 22 3.56 1.03 19
Review resume 2.84 1.12 1 3.15 0.99 5
Provide career specific advice 3.68 0.80 17 3.43 0.89 15
Review written work assignments 3.53 1.05 14 3.41 0.91 12
Edit written work assignments 3.35 1.16 7 3.38 0.98 11
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Both mentors and mentees ranked “face-to-face” discussions as the most 
important or “critical” activity. Two activities produced very different ranking results for 
mentors and mentees. These activities were “provide information on how to handle job 
stress” and “peer coaching.”
Table 15
Mentoring Activities: Importance Results Bv Level of Response
Activity M entor Mentee
n % n %
Orientation to Minimal 6 4.3 1 1.0
job resources Low 13 9.4 19 19.6
Moderate 48 34.5 37 38.1
High 51 36.7 29 29.9
Critical 21 15.1 11 11.3
Tour of work Minimal 18 14.8 10 11.9
environment Low 12 9.8 13 15.5
Moderate 48 39.3 35 41.7
High 37 30.3 18 21.4
Critical 7 5.7 8 9.5
Go over Minimal 1 0.7 4 4.3
organizational Low 18 12.1 10 10.6
rules Moderate 67 45.0 40 42.6
High 49 32.9 33 35.1
Critical 14 9.4 7 7.4
Discuss informal Minimal 2 1.4 6 7.5
organizational Low 18 13.0 16 20.0
culture Moderate 54 39.1 20 25.0
High 53 38.4 30 37.5
Critical 11 8.0 8 10.0
Go over Minimal 3 2.1 1 1.0
performance Low 11 7.6 11 10.9
evaluation Moderate 38 26.4 19 18.8
procedures High 59 41.0 45 44.6
Critical 33 22.9 25 24.8
Discuss job Minimal 3 1.9 1 0.9
related concerns Low 12 7.5 12 10.7
Moderate 39 24.5 29 25.9
High 75 47.2 49 43.8
Critical 30 18.9 21 18.8
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Mentoring Activities: Importance Results Bv Level o f Response
Have lunch to Minimal 1 1.8 2 5.4
discuss week’s Low 2 3.6 2 5.4
activities Moderate 31 56.4 20 54.1
High 17 30.9 11 29.7
Critical 4 7.3 2 5.4
Share knowledge Minimal 2 1.2 3 2.3
in a specific area Low 13 7.6 11 8.5
of expertise Moderate 32 18.8 27 20.9
High 76 44.7 59 45.7
Critical 47 27.6 29 22.5
Share knowledge Minimal 2 1.4 1 1.1
of informal Low 19 13.0 10 10.9
organizational Moderate 53 36.3 38 41.3
rules High 55 37.7 35 38.0
Critical 17 11.6 8 8.7
Discuss daily Minimal 17 14.3 13 15.3
schedule Low 14 11.8 13 15.3
Moderate 32 26.9 17 20.0
High 46 38.7 33 38.8
Critical 10 8.4 9 10.6
Provide list of Minimal 0 0.0 1 1.7
activities for Low 7 7.0 7 11.7
career Moderate 40 40.0 25 41.7
development High 46 46.0 18 30.0
Critical 7 7.0 9 15.0
Instruct Minimal 0 0.0 3 3.3
individual on Low 7 4.8 1 1.1
how to complete Moderate 50 34.5 29 31.9
one’s job High 60 41.4 44 48.4
Critical 28 19.3 14 15.4
Provide Minimal 0 0.0 5 6.7
information on Low 22 16.8 12 16.0
how to handle Moderate 32 24.4 30 40.0
job stress High 66 50.4 19 25.3
Critical 11 8.4 9 12.0
Create timeline Minimal 5 4.1 3 3.9
for achieving job Low 8 6.6 14 18.4
accomplishments Moderate 30 24.6 16 21.1
High 56 45.9 25 32.9
Critical 23 18.9 18 23.7
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Mentoring Activities: Importance Results Bv Level o f Response
Provide direction Minimal 0 0.0 2 2.5
on handling Low 12 8.6 10 12.5
multiple Moderate 48 34.5 28 35.0
priorities High 61 43.9 27 33.8
Critical 18 12.9 13 16.3
Shadow to Minimal 13 16.7 7 13.7
observe daily Low 5 6.4 9 17.6
work activities Moderate 25 32.1 13 25.5
High 29 37.2 17 33.3
Critical 6 7.7 5 9.8
Peer coaching Minimal 13 12.0 4 4.9
Low 8 7.4 9 11.1
Moderate 50 46.3 27 33.3
High 29 26.9 32 39.5
Critical 8 7.4 9 11.1
Explain the Minimal 6 4.8 2 2.6
organizational Low 28 22.6 18 23.7
hierarchy Moderate 53 42.7 31 40.8
High 34 27.4 20 26.3
Critical 3 2.4 5 6.6
Provide feedback Minimal 1 0.6 0 0.0
on specific topics Low 4 2.4 8 6.3
Moderate 47 27.6 39 30.7
High 86 50.6 55 43.3
Critical 32 18.8 25 19.7
Face-to-face Minimal 0 0.0 2 1.6
discussions Low 7 4.2 9 7.3
Moderate 43 26.1 23 18.5
High 72 43.6 60 48.4
Critical 43 26.1 30 24.2
Work on Minimal 2 1.8 I 1.3
individual career Low 5 4.5 11 13.9
development Moderate 33 30.0 28 35.4
plan . High 48 43.6 21 26.6
Critical 22 20.0 18 22.8
Review resume Minimal 11 14.5 3 5.5
Low 17 22.4 11 20.0
Moderate 25 32.9 19 34.5
High 19 25.0 19 34.5
Critical 4 5.3 3 5.5
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Mentoring Activities: Importance Results By Level of Response
Provide career Minimal 2 1.5 1 1.2
specific advice Low 3 2.3 10 11.6
Moderate 49 36.8 36 41.9
High 60 45.1 29 33.7
Critical 19 14.3 10 11.6
Review written Minimal 10 8.5 3 3.5
work Low 1 0.8 7 8.1
assignments Moderate 43 36.4 37 43.0
High 45 38.1 30 34.9
Critical 19 16.1 9 10.5
Edit written Minimal 10 9.1 4 4.7
work Low 12 10.9 7 8.1
assignments Moderate 36 32.7 39 45.3
High 33 30.0 24 27.9
Critical 19 17.3 12 14.0
The table above shows the importance ratings for survey activities at all levels 
provided in the survey on the Likert scale. Graphically, responses for most survey items 
followed a typical bell curve with the majority of responses following into the 
“moderate” category. The outliers were identified because they had either a majority of 
responses falling into the “critical” category, or, at the other end of the scale, the 
“minimal” category.
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Figure 6
Means for Activity Importance









■  Mentors (n=177)
■  Mentees (n=146)
Figure 6 above places survey question numbers on the x-axis. Refer to Table 7 
for a listing of the survey question numbers and the corresponding mentoring activity.
Responses to questions related to activity importance were similar for mentors 
and mentees. Figure 6 depicts the consistency in response pattern for mentors and 
mentees for all questions of activity importance. When there were differences between 
the two groups’ responses for activity importance, mentors tended to rate the frequency of 
participation approximately one Likert-scale point higher than mentees. This was true for 
eight out of ten questions that produced differences in responses for the two groups. The 
two exceptions were questions number four, discuss informal organizational culture, and
U6
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Survey question number
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number 17, peer coaching, in which mentees rated importance one Likert-scale point 
higher than mentors.
T- Test Data
Five t-Tests were conducted by subtopic from the survey. It is important to note 
that there is one chance out five for Type I Error since five tests were conducted by 
subtopic. This is an important caution judgement for the analysis of the data. The level 
of significance established at the beginning of the study was .05; therefore, significance 
was examined at the p < .05 level. Four out of the five subcategories provided 
statistically significant differences between mentors and mentees for activity importance. 
Table 15 summarizes this information. The results can be interpreted to mean that 
mentors and mentees are different in these areas, as a result of their different roles and 
with statistical significance.
Table 16
T-Test Importance Data by Maior Survey Subtopic
Subtopic T-Test Outcome
Acclimating to the Organizational Culture 0.005’
Providing Information 0.000’
Assisting with Job Management 0.015’
Providing Feedback and Communication No significance
Providing Career Guidance 0.020
g < .05
Under the major subtopics listed in Table 16, the following activities showed 
statistical significance at the g < .05 level between mentors and mentees. Each activity 
that showed statistical significance is listed beneath the major corresponding subtopic. 
• Acclimating to the Organizational Culture 
Discuss informal organizational culture
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• Providing Information
Share knowledge in a specific area of expertise
• Assisting with Job Management
Provide list of activities for career development
Create timeline for achieving job accomplishments
Provide direction on handling multiple priorities
• Providing Career Guidance
Work on individual career development plan
II.3. W hat a re  the benefits and concerns related to the mentoring activities 
in phase one expressed by mentors and mentees?
Part three, the narrative section of the Mentoring Activities in the Coast Guard 
Survey, consisted of six questions that allowed participants to respond freely with their 
thoughts concerning a specific topic. Responses received from the questions were 
entered into a qualitative analysis software program called NUD*IST 4. Each question 
was individually searched for major emergent themes using frequency counts of key 
words and phrases.
The entire document was explored and coded so links could be made between 
categories in the index system. The index system consisted of nodes. Nodes are words 
and phrases identified by the researcher. Nodes are developed as a result of frequency 
counts conducted to find key words and phrases. Key word/phrase string search 
procedures were utilized to explore the entire document and code at nodes to find patterns 
or trends in responses and emergent themes.
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There were 988 total responses to the six questions posed in the survey. Table 17 
shows the number and percentage of responses that were provided for each question. 
Table 17
Response Rate for Narrative Questions








Questions one through four asked survey participants about benefits related to the 
mentoring relationship. Questions five and six asked survey participants about problems 
and concerns related to the mentoring relationship. The two questions related to 
problems/concerns received a lower percentage of responses than the individual questions 
related to benefits.
NUD*IST 4 software has the capability to build hierarchical index trees based on 
commonly reported themes. Each major theme can then be subdivided into more detailed 
minor themes. This coding is completed based on the context of the key words and 
phrases. Meaning or context is given to the key words and phrases by the researcher.
The researcher provides definitions for the words and phrases that emerge from the 
frequency counts. These definitions are the context for the hierarchical index trees. The 
hierarchical index trees provide a basis for relating major and minor emergent themes 
coded from the data. The key words and phrases that emerged for each survey question
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are summarized in the following tables. The six hierarchical index trees that were created 
to illustrate the relationship between major and minor themes are located in Appendix I.
Table 18
Key Word/Phrase Count for Question 1 - What are the psychological benefits that you 
have received from the mentorship?
Key W ord/Phrase #  of responses %
Support 20 9.5
Awareness 18 8.6




Career benefits 15 7.1
Affirmation 7 3.3
Understanding 15 7.1
Note. The percentages above do not add to 100% or 210, the total number of responses 
received for question one. Twenty-eight, or 13.4%, of the responses for question one did 
not fall into any of the emergent themes above.
The most commonly cited theme for question one was self-satisfaction. Three 
minor themes were identified under this major emergent theme, including role model, 
leadership, and pride. Some of the general comments related to self-satisfaction are the 
following:
•  "Self-satisfaction that I was able to ’save’ a good person with potential.
Confirmed verbally by the mentee’s supervisor, the mentee’s improved marks 
over two marking periods, his recommendation to participate in the SWE and 
his pending advancement to petty officer."
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•  "I have seen the individuals grow both personally and professionally. Their 
promotions and achievements have given me a lot of satisfaction."
This comment illustrates one of the minor themes, role model. The Commandant 
of the Coast Guard encourages veteran members to serve as positive role models for 
junior officers.
• "Helping young Coast Guard members and having someone look up to me as 
a role model."
Self-satisfaction through leadership was another cited theme.
• "Felt that I was making a better working environment for all members of the 
Coast Guard. I really felt that I was helping to mold future leaders in the 
Coast Guard by encouraging them to make sound judgments."
• "Maturity with regard to leadership and leadership skills, and better overall 
communication skills."
Table 19
Key Word/Phrase Count for Question 2 - What are the social benefits that you have 
received from the mentorship?
Key Word/Phrase # of responses %
Teamwork 18 9.8
Relationships 58 31.6
Social gatherings 30 16.3
Gifts 4 2.2
Networking 14 7.6
Work environment 16 8.7
Professional meetings 16 8.7
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Note. The percentages above do not add to 100% or 184, the total number of responses 
received for question two. Twenty-eight or 15.1% of the responses for question two did 
not fall into any of the emergent themes above.
The most commonly cited theme for question two was relationships. Four minor 
themes were identified under this major emergent theme, including professional, 
personal, respect, and role model.
Professional relationships were the most commonly cited minor theme with 14 
response units found. Professional relationships were defined as friendships and 
acquaintances made in the workplace. The comments below illustrate this minor theme’s 
significance to mentors and mentees.
• "Helps to build a bond with co-workers and supervisors, promotes more 
interest in team or group."
• "Through the close working relationships I have had during my tenure, many
t
have developed into sound professional relationships. These relationships 
have endured the years and are with peers as well as subordinates."
With nine text units, personal relationships were the second most common minor 
theme in this emergent category. Personal relationships were defined as relationships 
with colleagues that extended beyond the boundaries of the workplace. Personal 
relationships could be equated to close friendships in many instances.
• "Friendships beyond number. Everyone is a mentor on one level or another or
should be. I found none when I came to work for the Coast Guard. It cost me
dearly. As a result, I tend to reach out to the new employee to grease the skids
a bit."
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•  "Friendships which transcend the workplace."
Respect derived from relationships and being a role model were two emergent 
minor themes.
• "Respect of peers, felt like part of a team."
• "Being a role model causes positive effort, and that is my interpretation of 
mentoring."
Table 20
Key Word/Phrase Count for Question 3 - What are the professional benefits that you have 
received from the mentorship?





Career Benefits 64 31.7
Note. The percentages above do not add to 100% or 202, the total number of responses 
received for question three. Fifteen or 7.4% of the responses for question three did not 
fall into any of the emergent themes above.
The most commonly cited theme for question three was networking. One minor 
theme, visibility was identified under this major emergent theme. Networking emerged 
in a total of three subcategories in the six hierarchical trees. Networking was defined as 
making contacts with others that could provide information, resources, or assistance at 
some time in the future. The following are general comments about networking from 
question three.
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•  "Networking! I know who to turn to for guidance; provides an outlet for 
leadership development; provides for outside points of contact and resources."
•  "I have expanded my professional contacts, which has directly contributed to 
my ability to get the job done."
•  "Increased professional contacts and faster cooperative working."
Many respondents delved further into networking and expounded on the benefits 
of networking as a result of mentoring. Increased visibility was a minor theme that 
emerged. The following comments illustrate the benefits of increased visibility.
•  "Free exchange of ideas, help when I needed it in areas of other individuals 
expertise. Professional satisfaction, higher professional visibility."
•  "Good career direction, personal awards, and high visibility work 
opportunities."
One comment indicated that visibility might sometimes be detrimental instead of
beneficial.
• "If used properly you have greater visibility within the command. This can be 
good or bad depending on your performance."
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Table 21
Key Word/Phrase Count for Question 4 - What are the personal benefits you feel like vou 
have achieved from the mentorship?








Note. The percentages above do not add to 100% or 192, the total number of responses 
received for question four. Twenty-five or 13.2% of the responses for question four did 
not fall into any of the emergent themes above.
The most commonly cited theme for question four was skills. Four minor themes 
were identified under this major emergent theme, including communication, 
interpersonal, leadership, and time management. Communication was the most cited 
minor theme with 16 text units. The following responses discuss communication skills as 
a benefit to both mentors and mentees.
• "Increased ability to speak frankly with seniors while being careful during 
conversations with those junior to me."
• "Communication skills, trust, importance of not micro managing, importance 
of taking time to listen to others, taking time to recognize performance."
• "This has enabled me to share my viewpoints."
Interpersonal skills, defined as skills that emphasize building good relationships 
with other people, appeared in 13 text units.
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•  "Improved interpersonal skills, more comfortable speaking to group overall, 
and more professional demand. Learn to handle constructive exits."
Leadership and time management skills were two additional minor themes. 
Leadership, defined as developing skills at making decisions and having a following, and 
time management, defined as the ability to effectively plan and implement a work 
schedule, had four text units each.
•  "Improved leadership skills. Have learned to use feedback in a constructive 
fashion."
•  "Improved time management, increased self assurance and confidence to 
speak my opinions and ideas."
Table 22
Key Word/Phrase Count for Question 5 - What are the professional problems or concerns 
that you have from the mentorship?
Key Word/Phrase # of responses %
Evaluations 16 15.5
Environmental issues 38 36.9
Communication barriers 7 6.8
Social issues 24 23.3
Career issues 7 6.8
Lack of guidance 4 3.9
Frustration 4 3.9
Note. The percentages above do not add to 100% or 103, the total number of responses 
received for question five. Three or 2.9% of the responses for question five did not fall 
into any of the emergent themes above.
The final two questions of the survey covered areas of concern to mentors and 
mentees. The hierarchical index tree of themes from question five was less extensive
126
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
than the other trees. The hierarchical index tree with less numerous themes indicates that 
there was a greater level of agreement among participants about problems encountered 
and cited in the survey. The most commonly cited theme for question five was 
environmental issues. Four minor themes were identified under this major emergent 
theme, including lack of mentors, lack of support, poor mentor skills, and lack of time. 
One respondent had strong remarks concerning the lack of mentors in the Coast Guard 
Mentor Program.
•  "The entire formal mentor program itself. I feel it’s broken. I’ve witnessed a 
very disturbing trend of assignment of young Coast Guard men and women 
out of ’A’ school to independent duty with no mentor. In four years, I have 
never received a mentor! How is that possible? There are not enough 
mentors!"
The second minor theme, lack of support, was described in terms of lack of 
support in the form of both resources and incentives to promote the program.
• "Organization doesn’t really support to the level I expect."
•  "In my opinion, individuals are brought into a mentoring relationship within 
the very restricted circumstances of the rapidly fluctuating conditions which 
are a main feature of this deadline-driven and ad-hoc team-based work 
environment. There is a lack of sustained opportunities in all directions."
Poor mentor skills were also described broadly. Mentors who lack skills and 
knowledge to properly advise another individual were cited many times. The first 
comment was provided in the narrow context of a specific mentoring relationship.
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•  "A concern I have regarding my mentoring partner is that individual is more 
concerned with having the position or his/her own agenda than with doing a 
good job at the present position. He/she is too distracted."
The second comment about lack of good mentor skills speaks to mentoring relationships 
in general.
•  "Surprisingly only about half the senior officers I have worked with I would 
consider good mentors. The ones who are poor mentors don\ seem to care 
about mentoring. If there were structural/cultural changes to our organization 
that could make more senior officers good mentors, that would help the Coast 
Guard a lot."
Lack of time to devote to a mentoring relationship was the final minor emergent
theme.
• "Time. Streamlining, etc., has removed all ’slop’ from the time available to 
mentor. Many senior people today do not consider it an important part of the 
Coast Guard."
• "There is no time or not enough time to complete sufficient mentoring. When 
I do give adequate time to mentoring, there is an increased backlog of 
workload."
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Table 23
Key Word/Phrase Count for Question 6 - What are the personal problems or concerns 
that you have from the mentorship?
Key Word/Phrase # of responses %
Interpersonal issues 23 23.5
Informality 7 7.1
Communication issues 9 9.2
Lack of time 12 12.2




Note. The percentages above do not add to 100% or 98, the total number of responses 
received for question six. Twelve or 12.3% of the responses for question six did not fall 
into any of the emergent themes above.
The most commonly cited theme for question six was interpersonal issues. Four 
minor themes were identified under this major emergent theme, including chain of 
command, lack of connection, expectation level, and lack of respect. Chain of command 
is a phrase that is specific to the military. It refers to the specific sequence of individuals 
one must report to in a certain order to receive permission to participate in an activity or
t
pursue approval for work completed. Interpersonal issues involving the chain of 
command are issues that arise as a result of the hierarchy that exists in the military. The 
chain of command is an issue that affects both military and civilian personnel on a 
regular basis. Some comments about concerns related to mentoring and the chain of 
command are listed below. The first comment supports past research that has concluded 
that it is not wise for a supervisor to mentor a subordinate.
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• "The mentorship between superior and subordinate within the chain of 
command can be difficult and infringe on what I feel is a certain necessary 
professional/personal distance needed between these people."
The second comment broaches the subject of the high turnover in the military as a result 
of early retirement. This subject is one that was covered earlier in this study as a factor 
prompting the close look into the Coast Guard Mentor Program.
• "With the high rate of early retirement in the military, all my mentors have 
retired. I am less successful dealing with the chain of command because I 
have no one to give me advice."
The most commonly cited minor theme under interpersonal issues was lack of 
connection. Lack of connection was defined as the inability to establish a meaningful 
connection between mentor and mentee that results in useful feedback.
• "Inability to connect with supervisor because my knowledge is greater than 
his."
• "Can’t connect with someone. Can connect with others. Depends on their 
position and history. Some are petty officers 24-7 and some are only during 
work."
• "At times there seems to be no way to connect to someone you think has 
potential."
Expectation levels, either ones that are too high or too low, were cited as an 
interpersonal issue with respondents.
•  "My mentee expects too much of my time. There is increased stress on me 
due to increasing backlog, and having to continually critique and criticize."
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•  "I feel pressure from the high expectations I set for myself. I want my 
mentees to be as successful with others as they have been with me."
Finally, with six text citations, lack of respect, emerged as a minor theme. The 
following comment best illustrates this concern with respondents.
• "Unfortunately, I don\ feel that I have a great sense of respect for my 
mentoring partner due to the lack of social skills presented by this person."
The comments that were compiled for this study were those that epitomize the 
pervading thought from the majority. Most of the comments support the presence or 
absence of a particular activity in the Coast Guard Mentor Program. Occasionally, there 
were outliers identified that provide a contrast to the comments from the majority. Below 
are comments that are considered outliers because they do not follow the general trend of 
responses related to a specific topic. All of the outliers in the narrative section were 
found in the narrative questions five and six related to concerns associated with the 
mentorship. In question five, for example, under the major theme environmental issues, 
lack of mentors was cited. Most respondents found the problem to be lack of mentors 
available. One respondent saw the issue as lack of mentors and mentees due to the fact 
that many play both roles simultaneously. His comments regarding this issue were:
• "Once you get to the E-4 or above level, there really is no way to be one or the 
other, mentor or mentees. You are tasked with mentoring those below you 
while being a mentee to those above you to prepare you for the station. It is 
very difficult to mentor one person in your section because then you fail 
others who are looking for or need a mentor for an area they would like to get 
qualified in. My choice is to provide information to each and every one of my
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mentees plus try to get information to help me in my career advancement. It 
gets to be quite a burden to perform both roles, and, yet there arent enough 
people volunteering for either role right now."
In question 6, there was varying feedback related to the theme lack of connection 
which emerged under interpersonal issues. The majority of respondents viewed lack of 
connection in the sense that they were not receiving useful feedback; however, two 
people out of twelve viewed lack of connection as a result of personality conflict. In 
these cases, the wrong chemistry between mentor and mentee resulted in an ineffective 
mentoring partnership. The comments that illustrate this idea of lack of connection are 
the following:
• "Dealing with a different personality."
•  "I think a mentor relationship is a natural relationship that stems from your 
position and your personalities. I have not been able to connect with many 
partners due to personality conflict, and I cant say that I care for formal 
mentoring programs as a result. Formal programs are basically artificial."
II.4. What other types of informal mentor relationships do mentors and 
mentees in the Coast Guard engage in aside from the formal mentor program?
Out of the 988 total narrative responses, 111 responses or 11.2%, did not directly 
relate to any of the emergent themes categorized in the six hierarchical index trees. This 
number is equal to the number of responses that were "leftover" after the indexing of 
information from the narrative questions. This portion of the responses related to other 
informal activities engaged in by mentors and mentees. These responses were not
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specifically related to one of the six questions posed to survey participants in Part m  of 
the Mentoring Survey.
Based on frequency counts o f words and key phrases from the analysis of the 
qualitative data contained in the narrative portion of the survey, the following words 
related to informal mentoring activities appeared most frequently: electronic mentoring 
and teaching. These activities were not part of the survey because they did not meet the 
selection criteria outlined at the bottom of Table 1. Respondents cited these two 
activities more than any other informal mentoring activity.
Representative comments about electronic mentoring, referred to as e-mentoring 
or telementoring in the literature base, are those listed below:
• "I haven't been specifically involved with one mentoring partner. I have had 
many mentors that I have been in contact with using e-mail. I was expecting 
that my mentoring would be along the lines of ’on the job training,’ but I have 
never seen my mentors."
• "These days if you’re not able to connect with a mentoring partner face-to- 
face, you’re in a mentoring relationship. Formal programs are basically 
artificial. I have lots of great mentoring relationships over the computer."
•  "The time commitment is a negative factor when workload is already 
overwhelming. I only have time to communicate on the computer."
•  "Not enough mentors available in my field for advice. I did correspond via e- 
mail with a mentor I found on the web, but we never met since we were in 
different locations."
• "Long distance mentoring is the pits. Can\ always connect on regular basis."
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•  "It is hard to connect with someone unless you use e-mail. I can easily 
connect with some of my mentees using e-mail, but not others. It depends 
largely on the their position. Some of the petty officers work 24-7 and that is 
the only way to talk to them."
•  "The problem with mentoring in the Coast Guard is the prevalent 0800 - 1600 
work ethic. Beyond that, everything is ’don\ interfere with my liberty.’ With 
many it is easier to simply e-mail them at home than try to talk to them at 
work."
•  "Personal time demands limit participation to below the point I would like to 
be able to spend mentoring. I find that most of my mentoring involvement 
occurs after hours on the computer."
There are ten basic roles a mentor can assume including teacher, guide, counselor, 
motivator, sponsor, coach, advisor, referral agent, role model, and door opener. Serving 
as a role model was cited several times in the narrative responses related to benefits of 
mentorship. Teaching was cited, as an important activity not specifically referenced in 
the survey. Representative comments about the activity of teaching are those listed 
below:
• "I have found that as a mentor that I teach. I feel really good knowing that 
someone learned what I taught him or her to do. When new people come in to 
the Coast Guard they are nervous, lost, and maybe a bit scared. I find that 
being their teacher makes the transition easier because it is a role they are used 
to."
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•  "Through my 18 years in the Coast Guard I have taught a lot of younger 
officers. Knowing that I have passed on little tidbits of information and 
knowledge is rewarding. I am hopeful that the information and knowledge I 
have taught will help the individuals to make appropriate decisions when 
called to make them."
• "I work as the air station's training Petty Officer. I consider myself as a very 
motivated person and I think that is one quality of a good teacher. I believe in 
a strong relationship between school and the mentor program. I have been 
given the opportunity to do this job of training because I do enjoy when 
people leam what I teach them. I have carried this teaching philosophy over 
into my mentoring relationships."
•  "Evaluation is a critical feature o f teaching. I think it is good to have someone 
who can keep you on track that isnTt your immediate supervisor. When I was 
growing up, my teachers did that for me. So I act like a teacher when I 
mentor someone and I try to measure performance. I think this is the best way 
to help someone."
• "The greatest benefit I derive from mentoring is when I teach someone. I find 
that when I teach someone a new skill, I also leam. I leam something I forgot 
or I pick up a new skill in the process."
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Findings for Phase III Research Questions
III.l. To what degree do the mentoring activities of Coast Guard employees 
match the Department of Transportation (DOT) model mentor program?
The discrepancy analysis that was conducted was based on the five major 
subtopics from the survey. Table 24 shows the five major subtopics followed by a survey 




Survey Subtopic and Activities Mentor (%) Mentee (%) Combined (%)
Acclimating to the Organizational 
Culture
Orientation to job resources 78.5 66.4 73.1
Tour of work environment 68.9 56.8 63.5
Go over organizational rules 83.1 64.4 74.6
Discuss informal organizational 
culture
78.0 54.8 67.5




Discuss job-related concerns 89.8 78.1 84.5
Have lunch to discuss week’s activities 30.5 25.3 28.2
Share knowledge in a specific area of 96.0 88.4 92.6
expertise
Share knowledge of informal 82.5 63.0 73.7
organizational rules
Discuss daily schedule 67.2 58.2 63.2
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Discrepancy Analysis
Assisting with Job Management
Provide list of activities for career 56.5 40.4 49.2
development
Instruct individual on how to complete 81.9 63.7 73.7
one’s job
Provide information on how to handle 74.0 51.4 63.8
job stress
Create timeline for achieving job 69.5 54.1 62.5
accomplishments
Provide direction on handling multiple 78.0 55.5 67.8
pnonties
Providing Feedback and 
Communication
Shadow to observe daily work 44.6 34.7 40.1
activities
Peer coaching 60.5 56.2 58.5
Explain the organizational hierarchy 70.1 52.4 62.1
Provide feedback on specific topics 97.2 87.0 92.6
Face-to-face discussions 93.2 84.9 89.5
Providing Career Guidance
Work on individual career 62.1 53.4 58.2
development plan
Review resume 42.9 36.3 39.9
Provide career specific advice 75.1 59.5 68.1
Review written work assignments 67.2 59.5 62.8
Edit written work assignments 63.3 59.6 61.6
The decision rule used to determine whether or not an activity was performed was 
based on the common definition of a majority, a percentage greater than 50%. Assuming 
that anything over 50% is a majority, 21 out of 25 of the activities were performed. The 
four activities not performed by a majority of mentors and mentees combined included:
1. Review resume
2. Shadow to observe daily work activities
3. Have lunch to discuss week’s activities
4. Provide list of activities for career development
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The activity, "provide list of activities for career development," was performed by 
a majority of mentors, but not mentees. The list of activities on the Mentor Survey were 
all activities advocated by the One DOT Mentoring Program; however, there are some 
One DOT Mentoring Program activities that were not measured on the survey. Despite 
this limitation, mentors and mentees combined performed 21 out of 25 of the activities 
listed on the survey. Since mentors and mentees are performing these activities, there is 
not a major discrepancy between the activities reported by mentors and mentees and the 
activities outlined by the One DOT Mentoring Program.
Data that were gathered on whether or not survey participants performed an 
activity was used for comparison purposes with the discrepancy analysis. Based on 
information related to activity performance data, the following is a ranked list of the 
activity subcategories from most performed to least performed:
1. Acclimating to the Organizational Culture
2. Providing Feedback and Communication
3. Providing Information
4. Assisting with Job Management
5. Providing Career Guidance
These results more closely mirror the activity composition suggested by the 
literature base. The ranking illustrates that mentors and mentees engage in other 
activities than the ones outlined in the One DOT Mentoring Program.
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Chapter 5: Summary, Discussion, and Recommendations
A summary of the research findings as well as a discussion of how these findings 
relate to other studies of mentoring programs are presented in this chapter. In addition, 
the implications of the research findings for other adult-based learning environments, 
including business and educational settings, are discussed and possible directions for 
future research are recommended. The purpose of this chapter is to discuss the 




The survey was disseminated to individuals in the geographic Fifth District; 
however, the majority of respondents were from Virginia or Washington D.C. 
Representation from the state of Virginia included 54.2% mentors and 37.0% mentees. 
Washington D.C. was the second most represented area with 17.5% of mentors and 
28.8% of mentees. From an inclusive list of headquarter’s units, Training Center 
Yorktown was the unit of greatest representation by mentors and mentees. Overall there 
was a balance of civilian and active duty military participants. The number of active duty 
military participants was higher compared to civilian participants. This was especially 
true for the composition of mentors: 36.2% civilian and 63.8% active duty military. The 
composition mirrors the overall composition of the Coast Guard workforce. As of July 
2000 the following numbers reflected the Coast Guard workforce strength: 7,690 
civilians and 35,293 active duty military members (USCG, 1999c). The number of active
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duty military members is approximately five times higher than the civilian population; 
therefore, the sample for the mentoring survey reflected the overall population of the 
Coast Guard. To achieve a balanced sample of active-duty military and civilian members 
would be difficult since the civilian population is so small. The active duty military 
versus civilian population may have some impact on the responses, particularly the 
responses from the narrative section. An examination of the six hierarchical trees that 
evolved from the qualitative analysis showed emergent trends related to issues pertinent 
to the military. Some of the minor themes that emerged include command functions 
(under social gatherings) in question two, transfers (under environmental issues) and 
chain of command (under interpersonal issues) in question six.
The number of mentoring relationships maintained by both mentors and mentees 
was significant. From the group of mentors, 65.0% had three or more mentees, and 
47.3% of mentees had three or more mentors. In conjunction with the fact that the 
majority of both mentors and mentees spent less than six months in a mentoring 
relationship, there are implications for the findings. Mentoring relationships with several 
different individuals over a short span of time do not allow for meaningful activity 
development.
The location of the survey participants was also significant. From the state of 
Virginia, 54.2% were mentors and 37.0% were mentees, and 17.5% of mentors and 
28.8% of mentees were located in Washington, D.C. The U.S. Coast Guard mentoring 
database from 1997 indicates there was a significant representation from these two areas. 
Most likely individuals who participated in this study were mentoring during the 
inception of the original One DOT Mentoring Program. These individuals, therefore,
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would have received some introductory training related to mentoring successfully 
including a review of activities proposed by the One DOT mentoring handbook.
Phase I: Identification of Mentoring Activities in U.S. Coast Guard 
Research Question for Phase I
1.1. What are the mentoring activities reported by mentors and mentees in the 
United States Coast Guard?
Acclimation to the organizational culture was the area most emphasized by survey 
respondents on both the importance and frequency scales. Military cultures are powerful 
entities. The culture of a military organization permeates all of the interactions that occur 
within the organization, and the silent lessons that are shared between mentor and mentee 
are sometimes more powerful than those that are publicly expressed. Danger rests in the 
potential for conflict and contradiction between those silent lessons and expectations of 
the members of the organization, such as the Coast Guard. What was missing across the 
board in the Coast Guard Mentor Program were activities designed to help the mentors 
and mentees understand the relationship between their work in the organization and the 
human dynamics embedded in the culture. From the comments in the narrative section it 
was not uncommon to read the frustration felt by individuals who were exasperated by 
the program.
A critical component o f a successful mentoring program is individualized 
assistance that provides careful attention to the developmental needs of the employee. In 
other words, the type and timing of assistance provided through mentoring program 
activities and personnel are critical. In the Coast Guard Mentor Program studies, 
mentees’queries for career-related assistance were often met with global prescriptions.
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What was missing was a consistent and interactive approach that involved mentors and 
mentees thinking about career development, identifying potential resources, and crafting 
professional plans for the future. This approach would provide a much-needed window 
for program developers to monitor the activities and interactions of the mentoring 
program and their effects.
One of the interesting findings from the performance data was the discrepancy 
between mentors and mentees with regard to the activity, "provide list of activities for 
career development." While 56.5% of mentors reported that they participated in this 
activity, less than half, or only 40.4% of mentees reported participation in this activity. 
One explanation for the discrepancy in the findings could be the perceived difference in 
roles. Providing a list of activities for career development is an activity that could be 
viewed by mentors as something they are expected to initiate and perform for their 
mentees. Likewise, mentees may view this activity as something that the mentor is 
supposed to provide for them.
Phase II: Implementation
The primary purpose of this portion of the study was to test a survey instrument 
that could ultimately be used to determine the frequency and value of mentoring activities 
with a large sample of active duty military and civilian employees. Compared with a few 
previous military studies, the sample also represented a large number of individuals with 
multiple mentors or mentees.
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Research Questions for Phase II
II. 1. What amount of time do mentors and mentees spend on the mentoring 
activities identified in phase one?
The most useful piece of data was the ranking of activity frequency by mentors 
and mentees. Out of 25 total activities only two activities had rankings with disparity 
greater than 5 units between mentors and mentees. The first activity, "orientation to job 
resources," received a ranking of 13 (mean = 2.73) for mentors and only a six for mentees 
(mean = 2.20). Since a lower ranking can be interpreted to mean less frequent 
participation of activity, the results mean that mentors reported participating in 
"orientation to job resources" more frequently than mentees. The same type of difference 
in ranking was seen for the activity, "go over organizational rules." It received a ranking 
of nine for mentors while only receiving a five for mentees. Explaining these results is 
difficult. While the directions of the survey instruct participants to provide markings 
based on participation, and not initiation, of a particular activity, many participants may 
not have carefully read the directions. This is one drawback of a paper or electronic 
based survey that is self-administered. Unless a survey is administered by a survey 
official, participants tend to skip directions when they are not read aloud and emphasized 
verbally. If this is the case, mentors may have interpreted these activities to fall into the 
realm of their responsibility. Many mentees may have the same idea in their minds. The 
expectation is that these two activities are ones that should be carried out by the mentors 
for the benefit of the mentee.
The data shows a tendency for frequency and importance rating to be related. 
Respondents who marked that they participate in an activity on a weekly or daily basis
143
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
tended to mark the activity with high or critical value. On the other hand, those items 
with minimal value markings were performed on an infrequent or unpredictable basis. 
The frequency and value are logically associated with values that nurture the growth of 
the professionals. Furthermore, this relationship and associated values are congruent 
with the "ideal type" of mentoring relationship that is espoused by the organization.
The questionnaire items included necessary activities for accomplishing the 
organization’s goal of career development as well as items identified in the literature base. 
The 25 items in the Likert scale format elicited agreement or disagreement among 
respondents with activities ranging from orientation to job resources to peer coaching. 
Data collected from participants’responses to the survey items revealed that frequency 
and value were related. There was consensus among survey participants that mentoring 
activities involving acclimation to the organizational culture were both performed on at 
least on a monthly basis (mean higher than 3.5 on average) and were of moderate to high 
value (mean higher than 3.5 on average) to both mentors and mentees.
Both mentors and mentees responded that the activity "face-to-face discussions" 
was the most frequently performed and the one with the most critical value. This was an 
interesting finding since the emergence of e-mentoring has become so popular and 
prevalent among Coast Guard employees. In a population that has embraced the use of 
technology for communication purposes, it is interesting that having "face-to-face 
discussions" is still frequently performed.
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II. 2. How valuable do mentors and mentees perceive the mentoring activities 
identified in phase one to be?
One of the most useful pieces of data for the importance question was the ranking 
of activities. Two activities produced very ranking results for mentors and mentees. 
These activities were "provide information on how to handle job stress" and "peer 
coaching." The activity, "provide information on how to handle job stress," received a 13 
from mentors while it received only a six from mentees. This means that "provide 
information on how to handle job stress" is perceived as more valuable to mentors than 
mentees. The activity, "peer coaching," received a 13 (mean = 3.10) from mentees while 
receiving only a 4 (mean = 3.41) from mentors. In this case, "peer coaching" was 
perceived as far more valuable to mentees than mentors. These results are not easy to 
interpret. For the activity, "provide information on how to handle job stress," mentors 
may view this as more important than mentees due to longevity in the organization. 
Mentors may be more aware of the stresses and strains inherent in the work because they 
have held their position for a longer period of time. However, this is difficult to assess 
because there was not a demographic question on the survey related to length of time in 
current position or length of time in the organization. For the activity, "peer coaching," 
mentees may perceive this as valuable because coaching implies providing assistance 
towards the goal of improvement in some area. Typically, in coaching in mentoring, it is 
the mentee who is at the receiving end of this supportive information and feedback.
Shadowing and peer coaching both had means lower than other activities for both 
mentors and mentees. The mean for shadowing was 3.13 for mentors and 3.08 for 
mentees. The mean for peer coaching was 3.10 for mentors and 3.41 for mentees. One
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reason why these activities might have received low ratings is because the survey 
participants did not understand the meaning of the words. The only words contained in 
the definition box on the second page of the survey were mentee and mentor. The terms, 
peer coaching and shadowing, were not explained in the definition box. In the future, 
words that may be unfamiliar to the participant need to be completely defined. It is 
difficult to discern whether the low ratings for peer coaching and shadowing can be 
attributed to misinterpretation or lack of understanding about the meaning of the words.
II.3. What are the benefits and concerns related to the mentoring activities in 
phase one expressed by mentors and mentees?
Benefits related to mentoring activities. One of the purposes of the qualitative 
portion of this study was either to lend support to or contradict the findings from the 
quantitative portion. This question was posed for purposes of triangulation. Since this 
chapter deals with data interpretation, an examination of the qualitative findings was used 
for purposes of triangulation. In this case, the qualitative data collected would either 
confirm or disconfirm the statistics from the quantitative analysis. Once all narrative 
responses were analyzed using NUD*IST, it was clear that the comments reinforced the 
trend in responses related to frequency and importance of activities.
The objective of the Coast Guard Mentor Program is to improve present job skills 
and abilities while increasing productivity and improving marketability. The mentoring 
program should provide employees with information and techniques that will assist them 
in career development, improve mentor and mentee morale and confidence, and develop 
professional insights between mentor and mentee.
146
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
One of the main objectives of the One DOT Mentoring Program is to provide 
career guidance and role models for employees. An overwhelming number of 
respondents stated that they received personal satisfaction from mentoring. One mentor 
stated, "One of the greatest rewards of being a mentor is the personal satisfaction of 
fostering professional growth." Many respondents expressed pride in knowing that 
progress and achievements made in the mentoring relationship would extend into the 
future of the Coast Guard. The following were listed, as major psychological, social, 
professional, and personal benefits perceived from mentoring. Mentors and mentees 
reported with a higher level of agreement on the items in the list below:
• Chance to cultivate management, leadership, and interpersonal skills.
• Source of recognition from peers.
• Potential for developing rewarding professional contacts by interacting with 
contacts made through the mentor/mentee.
• Learning from one’s mentor/mentee.
Cultivating skills was definitely a perceived benefit of mentoring. Many mentees 
claimed they were able to try different and more advanced tasks when they worked under 
an experienced mentor’s tutelage. In turn, the mentors said they could enhance their 
skills by delegating challenging work to the mentee and giving constructive feedback. 
From results of the discrepancy analysis, Providing Feedback was ranked second based 
on responses related to frequency and importance.
Once again, the qualitative findings supported the quantitative findings. The 
emphasis on orientation to the organization was apparent from narrative responses. This 
was true for both mentors and mentees. Many mentees expressed feelings that mentoring
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allowed them to make a smoother transition into the workforce. One mentee said he had 
naive illusions and unrealistic expectations of work for the Coast Guard. His mentor 
helped to make his adjustment period easier through communication, understanding, and 
guidance. Even a more seasoned mentee, with a self-described 14 years of work 
experience, said that mentoring helped him feel more comfortable with the new 
environment and allowed for quicker adjustment each time he rotated. It is true that 
orientation to the inner workings of an organization is important. Deciphering the 
"unwritten rules" can be helpful to an individual. The inner workings of an organization 
are not always apparent, but are crucial to know. "Unwritten rules" can include special 
procedures, guidelines that are not always documented, and policies under consideration. 
This information is usually the "kernels of knowledge" that one acquires over a period of 
time. Perhaps, mentors and mentees viewed the activity of orientation as highly valuable 
because it expedited the process and prevents trial-and-error learning.
Networking was a theme that appeared in the hierarchical index trees for question 
numbers two, three, and four. Networking was described as a social, professional, and 
personal benefit related to mentoring for participants. It is not surprising that the theme 
of networking appeared so frequently in the narrative portion of the survey. Other studies 
have found that employees who engage in a mentoring relationship are more likely to 
move ahead faster than employees without mentors (Roche, 1979). In this study, 
participants reported that networking often provided them with opportunity to work on 
challenging and interesting projects that they would not have otherwise been exposed to. 
Participants suggested that they were given a chance to try different and more advanced 
tasks when individuals at higher levels in the organization could mentor them.
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Generally, the comments from mentors and mentees described the structured 
activities favorably and as having a tremendous impact on their learning. Responses 
from mentors indicated that trust was a perceived benefit from the relationship. Mentors 
appeared intrigued that trust was as easily developed. Mentees put emphasis on 
evaluation. Mentees seemed to feel less threatened working with a mentor than they did 
by the more usual performance-based evaluation conferences that they had previously 
experienced.
Concerns related to mentoring activities. Based on responses from participants, it 
is clear that during the course of the mentoring relationships, many experienced 
"roadblocks." These roadblocks, or obstacles that could potentially hinder a developing 
relationship, were often not unique to a particular mentor and mentee. The plethora of 
responses around a specific topic proves that there were many shared concerns. Some of 
the concerns that confronted respondents included the following:
• A mentoring style that did not meet needs or suit the relationship
• Insufficient time
• Feelings of exclusion
• Hidden agendas
• Inappropriate attitude
The first major concern was that the style of mentoring did not always match the 
other person’s expectations. Mentoring style has a lot to do with who a person is and how 
they work. Some examples of mismatched mentoring include the following:
149
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
• One mentor described himself as a very detail-oriented person who had to 
frequently give extensive directions or outline each step of an assignment to 
his mentee.
• One mentee described herself as a person who tends to see the "big picture,” 
and she was more inclined to want looser directions with greater flexibility to 
make decisions; however, her mentor was very rigid, always providing 
specific directions.
• An individual working as a Contract Specialist said her mentor has a laissez- 
faire’ work style that frustrated her. When she was assigned a task, she would 
not offer any suggestions and few details on how to complete it. This mentee 
wanted more direction because she felt lost.
Frustration was a related and recurring them that emerged. From the comments, 
frustration occurred when one person did not adapt his or her style to meet the needs of 
the other partner. Inflexibility was another issue. Many participants wrote about the 
need to adjust mentoring techniques to keep in sync with the partner’s evolution. 
Flexibility tended to balance out conflicting mentoring styles because each person would 
accept strategies from his or her partner.
Another obstacle/concern that arose from the narrative portion was insufficient 
time. This was a theme expressed mostly by mentors. Some mentors could not seem to 
devote enough time to their mentee. Other commitments in their schedule prevented 
them from spending the time they thought they needed to spend with their mentee. Many 
mentees obviously felt the repercussion of insufficient time because respondents 
expressed loss of faith in the mentoring relationship. Another concern involving time
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that arose as a related theme was when a mentor expects too much progress from the 
mentee, in an unrealistic amount of time. Many mentees felt their mentors were 
impatient with them.
Feelings of exclusion emerged as a significant theme. Especially in the military, 
which tends to have hierarchical relationships, the mentee expressed concern over the 
exclusion of their supervisor in the mentoring relationship. Many felt that the supervisor 
who felt excluded would retaliate on performance evaluations.
Another concern was a mentee with a hidden agenda or ulterior motive for 
forming the mentoring relationship. One mentor, for example, described a mentee who 
sought out a different high-level, respected mentor with the misguided intent of only 
furthering his own career, thus overlooking the significant benefits of mentoring with the 
current mentor. Hidden agendas can be harmful to the mentoring relationship because 
the relationship is built on deceit.
There were several negative comments based on misguided intent. The Coast 
Guard mentor program is not a promotion enhancement program. Instead, it is a 
professional development program designed to help each individual reach his or her 
potential. The activities should be designed so that they are aimed at preparing each 
individual for the specific and general responsibilities he or she may be required to 
assume during the course o f a career. If the activity fails to meet this goal, it is not 
supporting the stated mission of the program. Survey respondents indicated that a clear 
gap exists between the stated mission and the benefits that are received from the 
mentoring they receive.
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Finally, many respondents as a concern mentioned inappropriate attitude.
Mentors, in particular, wrote about concerns that their mentees expected too much, 
demanding more time and attention than they actually needed. Especially in the military 
setting, there are culture differences. In some organizations, there is a preference toward 
directness, dynamism, and demonstrative behavior. In the military, the cultural 
preference is toward modesty, reserve, and control. One mentor wrote he felt his mentee 
was trying to control him. He said the mentee would regularly offer excuses for poor 
work and missed deadlines.
Related findings included the perceptions of mentors as role models and a 
majority of respondents crediting their mentors with influencing them to remain in the 
military. More research is needed to determine the specific impact of mentoring upon 
retention in the military. This information may be valuable for recruiting and retention of 
individuals within the Department of Transportation (DOT).
More mentees valued their mentors because of their experience. This was 
reflected in the comments related to the question on professional benefits. The mentor’s 
experience probably enhanced the mentee’s knowledge and mastery of his or her job that 
ultimately led to improved job performance and career development. Not surprisingly, a 
majority of respondents stated that a mentoring relationship was important to their 
improved job performance and ultimately to their promotion success.
Most respondents indicated few concerns or no problems associated directly with 
their mentor. Although there are little empirical data, various studies (Haworth, 1998; 
Jossi, 1997) discuss the major risks associated with mentoring and the termination of 
many relationships on a sour note. Perhaps the high mobility of this military sample
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precluded a more in-depth and intimate association that often develops over time but also 
has the potential to produce more hazards within the relationship. On the other hand, the 
timed promotion cycle or "up or out" policies within the military may promote positive 
mentoring relationships as senior, career officers gamer pride when their mentees are 
promoted. More research is needed concerning the effect of frequent moves upon 
military mentoring since this sample was mostly skewed to the end of the spectrum with 
a short length of mentoring relationship.
The average length of time in a mentoring relationship that was reported by this 
sample was, on average, shorter for mentors than mentees. From the group of mentors, 
for example, 65% reported that the mentoring relationship lasted less than 6 months while 
only 47.3% of mentees had such a brief mentoring relationship. At the opposite end of 
the spectrum, 7.9% of mentors stated that involvement had lasted five years or more. 
Compared mentees, with 9.6% at five years or more, mentors stints in the relationship 
quickly faded. The shortened longevity in a mentoring relationship may have contributed 
to the increased number of individuals reporting low frequency of involvement in 
activities that take time to develop, and consequently, the increased number of 
individuals giving these activities low value scores. Yet, a higher percentage of mentees 
compared to mentors believed that mentoring was valuable for their career development 
and success at work. This aspect of mentoring deserves more study to understand how 
mentoring can enhance job performance for mentors and why they reported lower 
frequency of involvement in career development activities, including working on 
individual career development plans and reviewing resumes. In general, fewer mentors 
compared to mentees agreed that mentoring was valuable to providing career specific
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advice. In general, fewer mentors compared to mentees agreed that mentoring was 
beneficial to their promotion success. Since selection for promotion is frequently enacted 
by a panel of individuals that is external to the local command unit, it is possible that 
many mentors believe that mentoring is independent and has no impact upon the 
selection process. It is apparent that there are different perceptions between the mentors 
and mentees in this sample and it would be of value to better understand their rationale.
Respondents indicated that their performance was a primary reason why mentors 
connected with them. Not surprisingly, in a transient population such as the military, 
performance is often emphasized as the key to success just like the private sector. 
Opportunities to work on long-term projects or develop social relationships over time, 
however, may not be as common.
A significant number of mentees indicated that one benefit of mentoring is that it 
contributed to their decision to remain in the military. In view of the teaching and role 
model aspects of the mentors cited in this sample, this finding seems consistent with 
benefits for improved assimilation of new members into the organization. Despite the 
overall trend of mentees in this sample to downgrade some of the general benefits of 
mentoring relationships in the psychological, social, professional, and personal areas, the 
majority of mentees compared to mentors valued their mentors as role models, especially 
as they transitioned into their actual job location. A small percentage of mentors also 
perceived that mentoring was beneficial as a means of teaching, coaching, and role 
modeling for career success. In conclusion, military and civilian mentoring relationships 
include many of the characteristics and benefits associated with mentoring in the private
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sector. In the majority of cases, mentoring was a very positive means of socializing 
career-oriented personnel to organizational norms and leadership positions.
II.4. What other types of informal mentor relationships do mentors and mentees 
in the Coast Guard engage in aside from the formal mentor program?
Both mentors and mentees in the Coast Guard engage in activities other than the 
ones emphasized by the One DOT Mentoring Program. Since 11.3% of comments 
discussed other mentoring activities not listed on the survey, this illustrates that there may 
be some other factors influencing activity choice. The military, for example, is known to 
be a transient population; however, no demographic questions were a^kcd related to the 
amount of time one spends traveling on the job. Frequent travel may promote electronic 
mentoring in lieu of having a face-to-face discussion or having lunch to discuss one’s day 
simply as a result of logistical factors.
The useful feature of the electronic mentoring method of dissemination of 
information and exchange of ideas is that a person can access the mentoring program 
from a workstation, Coast Guard Learning Center, or from the comfort of one’s home. If 
a person does not have regular access to the Internet, the professional staffs at the 
Learning Centers are available to help someone get started. E-mentoring allows 
individuals to start discussing issues immediately instead of waiting for a face-to-face 
meeting to be scheduled. It will be interesting to watch whether or not e-mentoring 
continues to be commonplace in the Coast Guard workforce since having face-to-face 
discussions was still frequently performed.
The finding that teaching showed up as an activity parallels the definition of a 
mentor as teacher. Teaching differs from another activity listed on the survey, share
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knowledge in a specific area of expertise, because teaching implies direct instruction and 
not simply mutual sharing. This definition of teaching involving direct instruction was 
reflected in comments from respondents.
The activity of teaching calls for an individual to teach the mentee the skills and 
knowledge required to perform the job successfully. This activity requires the mentee to 
outline the "nuts and bolts" of the position and share experiences simultaneously. To 
teach fundamentals of a position, a mentor needs to first determine what knowledge and 
skills are necessary to successfully meet the requirements of the position. Once 
knowledge and skills have been outlined, a mentors must identify what knowledge and 
skills the mentee already has and which ones need development. The activity of teaching 
is complex because the mentor must concentrate his or her efforts on helping the mentee 
develop knowledge and skills. This is not a casual process, but a formal one including an 
outline of specific expectations. This is an important step because it helps alleviate lack 
of expectations, which was cited as a concern from the narrative section of the survey.
Teaching also involves sharing wisdom from past mistakes. A mentee can learn 
from errors made by his or her mentor. The point of teaching is to relate these learning 
experiences whenever appropriate. Sharing of information in a constructive fashion can 
strengthen the mentor-mentee relationship.
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Phase III: Discrepancy Analysis 
Research Questions for Phase III
III. 1. To what degree do the mentoring activities of Coast Guard employees 
match the Department of Transportation (DOT) model mentor program?
The purported goal of the One DOT Mentoring Program is providing career 
guidance. The discrepancy analysis based on a comparison of reported and actual 
activity involvement showed that the career guidance is not the area of emphasis in the 
Coast Guard Mentor Program. The Coast Guard Mentor Program activities reflected low 
importance in the areas of providing information and providing career guidance. It is 
concluded that there is a discrepancy between one of the goals of the One DOT 
Mentoring Program, that o f providing career guidance, and the activities engaged in by 
mentors and mentees in the Coast Guard. The activity, “providing career guidance” was 
was not emphasized by respondents based on the fact that it was given a low value for 
importance and was performed infrequently. From the survey data collected,
“acclimating to the organizational culture” and “providing feedback and 
communication,” were two subtopics stressed by participants involved in the Coast Guard 
Mentor Program. One reason why participants may have emphasized the activity, 
“acclimation to the organization” can be gleaned from an examination of the 
demographic information. A high percentage of both mentors and mentees reported that 
their average length of time in a mentoring relationship was short. From the two groups 
identified in the study, 60.5% of mentors and 52.7% of mentees reported involvement in 
a mentoring relationship a year or less. Typically, it is difficult for a mentor and mentee 
to engage in activities outside the realm of orientation to the organization and job in less
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than a year’s time. These orientation activities performed in the first year would include 
orientation to job resources, touring the work environment, reviewing organizational 
rules, discussing the informal organizational culture, and reviewing performance 
evaluation procedures. The fact that the activity “providing feedback and 
communication” was also highly emphasized from the responses also relates to the 
demographic trends. Shadowing, peer coaching, explaining the organizational hierarchy, 
providing feedback on specific topics, and conducting face-to-face discussions are all 
activities that occur frequently within the first six months to a year of a mentoring 
relationship. The majority of both mentors and mentees who participated in the Mentor 
Survey reported that the average length of a mentoring relationship was between six 
months and one year. The emphasis of the One DOT Mentoring Program on Providing 
Career Guidance involves activities that develop over time. Working on an individual 
career development plan, reviewing a resume, providing career specific advice, and 
reviewing and editing written work assignments, are activities that individuals tend to 
engage in once a relationship has been developed. Developing a strong mentor 
relationship may take over a year. If the majority of participants did not remain in a 
mentoring relationship over a year, these activities would not have had time to develop 
successfully. The majority of mentors and mentees had engaged in mentoring 
relationships for a short time so they may not have engaged in these activities at all. 
Nonperformance of activities would have shown up on the discrepancy analysis; 
therefore, activities related to career enhancement would not have been emphasized to the 
extent to which activities related to orientation were emphasized by respondents.
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Another demographic trend that may have impacted the shift in emphasis is the 
number of mentors or mentees reported by participants. The feedback from participants 
was that 65% of mentors and 47.3% of mentees reported having three or more mentors or 
mentees. The survey did not elicit information to determine whether or not working with 
the number of mentors/mentees was over time or simultaneously. It is implausible to 
venture a guess; however, if each participant had numerous mentors or mentees, this 
would decrease the amount of time available to each person. If a mentor has three 
mentees, he or she may be unable to engage in activities that require a lot of time. The 
mentor may not be able to more than simply provide a quick introduction or orientation 
to the mentee. This means that time is not spent on developing long-term activities such 
as developing individual career development plans.
Developing individual career development plans is a process that takes a lot of 
time to complete. A professional development plan is complex and should address such 
factors as promotion, career training, academic education, physical fitness requirements, 
personal goals and expectations, professional qualities, next assignment, and long-range 
plans. Mentors and mentees should examine performance feedback and mentoring 
worksheets together and review progress in a year’s time. Discussions of performance 
evaluations are an integral part of mentoring that was not emphasized by respondents.
The main purpose of performance evaluations is to provide feedback so it is logical that 
reviewing this document would be an activity for mentors and mentees. Performance 
feedback is designed to provide a realistic assessment of performance, career standing, 
future potential, and actions required to assist a person reach the next level of
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professional development. Once again, this survey item received a low importance rating 
by mentors and mentees compared to other areas.
On the positive side, there is not a major discrepancy between performance of 
activities listed on the survey and activities outlined by the One DOT Mentoring 
Program. Mentors and mentees combined performed 21 out of the 25 activities listed on 
the survey. So this study shows that individuals are performing the activities suggested 
by the One DOT Mentoring Program. It is important to note, however, that while the 
program advocated all activities listed on the survey, some One DOT Mentoring Program 
activities were not measured.
Discussion of Findings
The following discussion addresses key elements of the conceptual framework for 
the study, specifically, effects on the workforce, recruitment, and retention in the 
military. Each of these elements is considered in the context of the study outcomes.
Based on the survey results, the following conclusions can be drawn about the Coast 
Guard Mentor Program and its associated activities in the Fifth District:
1. Mentors and mentees rated "orientation to the organization" as the most important
activity category.
2. The typical Coast Guard mentoring experience consists of:
• Orientation for mentors and mentees focused on "unstated" policies and 
procedures.
• Activities designed to share knowledge of informal organizational rules.
• Activities designed to explain the organizational hierarchy and explore the 
culture of the organization.
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3. Coaching as an important activity included in the mentoring programs is not
systematically planned or rewarded.
Through participation in a wide variety of mentoring activities, participants 
receive benefits, as witnessed through the findings of the qualitative analysis. Over the 
course of time, mentoring activities viewed as important by mentors or mentees can have 
a positive impact on the entire organization. With regards to career development, 
mentors help the organization manage change in the workforce. A mentor can help an 
employee see the big picture, and, as a result, mentors develop employees to maximize 
productivity. The qualitative data gathered in the narrative section illustrate that emerged 
in narrative questions 1 and 2 is awareness, specifically self awareness. One respondent 
stated that “mentoring has made me more aware of what I have the ability to accomplish 
at work.”
An organization, such as the U.S. Coast Guard, profits from mentoring activities 
that reflect organizational goals and values. The organization gains a team of well- 
rounded employees. Participation in valuable mentoring activities provides both mentors 
and mentees with an opportunity to expand their leadership, interpersonal, and technical 
skills through this relationship. Survey participants referenced these three skills in 
particular most often in the qualitative analysis of narrative questions.
The U.S. Coast Guard Mentor Program is presently considered an informal 
mentorship program. While the idea of a formal mentorship is one that has great merit, 
the greater applicability to the Coast Guard is the informal mentorship relationship.
Junior leaders can and should continue to seek mentors if they decide they need or want 
one; however, as evidenced in the comments, whether this relationship develops will be a
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function of chemistry and the willingness of a mentor to take on a mentee. Outlining 
specific mentoring activities is one way to ensure that an informal mentorship program is 
successful. The impetus to put this less formal mentorship program with focused 
activities into place must start with senior leaders. From the top it must be clear that 
mentoring, coaching, and professionally developing others is the most important thing the 
Coast Guard does. In most districts in the Coast Guard, the mentoring program has not 
significantly increased employee retention.
The findings of this study were compared and contrasted with findings of other 
research in the area of mentoring for the purposes of assessing this study’s reliability and 
identifying related patterns in selection of mentoring activities. Several sources in the 
literature base cite the importance of having clearly delineated activities in a mentor 
program (Bradley & Gordon, 1994; Galbraith & Cohen, 1995; Noe, 1988b). For an 
activity to be included in a mentor program there should first be an evaluation of its 
features. Successful activities have the following elements in common; they are specific, 
measurable, achievable, realistic, and time driven. The last element, time driven, 
emerged as an especially important feature, noted by both mentors and mentees 
participating in this study.
Mentoring activities offer an effective way of integrating new employees into the 
workforce (Newby & Comer, 1997). Because mentors pass on their values, ethics, and 
standards, this process ensures future success of a program involving similar activities. A 
well-developed mentoring program with specific activities is also beneficial when 
recruiting new employees. This type of program makes the organization more attractive 
to potential employees because it shows that the organization cares about the well being
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of its employees. Mentors who take the time to provide an appropriate orientation with 
ample follow-up activities send a message to their mentees that they are valuable 
members of the organization. Finally, this type of mentoring program helps retain 
qualified employees. In an age of career mobility, there is an increasing need for 
organizations to hang on to quality individuals. Specific mentoring activities engaged in 
by mentors and mentees can help the mentee feel closer and more loyal to the 
organization. A mentee who feels closer to the organization reduces the likelihood that 
he or she will leave the organization.
Social Constructivism and Coast Guard Mentoring
The literature base contains strong evidence that current mentor programs in the 
Fields of education and business use social constructivist models. At the core of social 
constructivism is the idea that the process of learning from interactions with others is 
critical for successful learning. The mentoring model from the social constructivist 
perspective differs from the actual emphasis in mentoring in the U.S. Coast Guard. 
Current mentor models draw from the theoretical perspective of social constructivism; 
therefore, these models use collaborative activities as the foundation for the program.
The U.S. Coast Guard is a military organization with an organizational hierarchy and 
rigid structure for task completion. Within this structured environment, there is little 
freedom to allow for experiential learning. The U.S. Coast Guard Mentor Program 
incorporates little social constructivism into its program. In social constructivism, 
experts coach learners with use of appropriate aids to facilitate learning. In this study, the 
activity, "peer coaching," was not emphasized. On the frequency scale, "peer coaching" 
had a mean of 2.69 for mentors and 2.99 for mentees. This was low since most activities
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scored in the range of 3 to 4. On the importance scale, "peer coaching," had a mean of 
3.10 for mentors and 3.41 for mentees. This value was also low compared to other 
activities. On a ranking scale of activities with 1 being the lowest or least critical value, 
"peer coaching" ranked 4 for mentors and 13 for mentees. Clearly, there is some 
disparity in ranking for "peer coaching" between mentors and mentees. This is 
problematic since both groups need to equally value an activity for it to be useful.
Bell (1997) described social constructivism in the context of animal behavioral 
learning. He described social constructivism as a type of trial-and-error learning in which 
individuals learn from trying new activities and learning from mistakes. Guided learning 
is an idea that is prevalent among individuals who are social constructivist advocates.
The U.S. Coast Guard and its counterpart military agencies clearly fly in the face of these 
ideas. Learning is conducted in a more structured environment. Learners in these 
organizations tend to follow "cookbook" methods for conducting training and engaging 
in learning experiences. This extends to the mentoring program as well. The Coast 
Guard Mentor Program, which uses clearly defined activities, outlines each activity and 
establishes checklists for completion. Social constructivists argue that there needs to be 
greater latitude, as the need arises during the mentoring process, for mentors and mentees 
to branch off into discovery learning and exploration of new areas. In this regard, the 
Coast Guard Mentor Program does not use the research base on integration of social 
constructivist theory in the basic program design.
Applications In Adult-Based Settings
Employee retention is an important issue in both the military and the field of 
education. Given the common finding that the best employees are the ones most likely to
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leave in the first few years of entering a military career, the issue of employee retention 
gains more urgency. Implementing the recommendations from this study and designing a 
program with activities viewed by members of the organization as important will (a) 
make employees have a more satisfying career, (b) improve the bonding between mentors 
and mentees, and (c) diminish the early retirement age and turn work in the military into 
a life-long professional career.
This study built on the rich and diverse body of literature about mentoring in an 
attempt to expand on what has been studied with regard to successful elements of 
mentoring programs. The most recent studies have reported on the success of e- 
mentoring or telementoring. While telementoring was not specifically listed as one of the 
25 activities cited in the survey, this activity emerged numerous times in the narrative 
section of the mentoring survey. It is apparent that Coast Guard employees value e- 
mentoring as a method of communication for various reasons. These reasons include 
lack of time, compressed schedules, distance between mentoring partners, and time to 
formulate thoughtful responses to questions. Electronic mentoring permits long distance 
mentoring so individuals can seek advice from others outside their direct work 
environment.
The literature base has also expounded upon the benefits of having a highly 
structured mentor program for successful mentoring to occur. This finding was also 
reflected in the current study. Participants, including both mentors and mentees, 
consistently gave most of the activities high ratings of importance. This lends credence to 
the belief that programs with clearly delineated activities will provide structure for
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mentoring relationships. These activities can range from orientation activities to 
activities directed at career development or professional evaluation.
The findings of this study analyzing activities in the U.S. Coast Guard Mentor 
Program, based on a small sample of individuals from the geographic Fifth District, both 
confirm and challenge previous findings from other studies. The following findings of 
this study are consistent with findings from previous studies identified in the literature 
base. First, the majority of individuals in the organization have multiple mentors or 
mentees. This is similar to Loeb’s (1995) finding that many employees now have 
multiple mentors to assist them on a wide variety of goals. Increased teamwork in the 
workforce today has led to less one-on-one mentoring. Second, structured activities help 
employees identify important information sources and build a network. Networking was 
identified as a primary benefit of mentoring by participants in this study. Networking 
and establishing contacts with other key individuals within the work environment was 
shown to enhance career development and provide a support structure for individuals. 
Networking may be one explanation for the finding that the majority of individuals in the 
study cited multiple mentors and mentees. As an individuals expands his or her base of 
professional and personal contacts, he or she finds that different people can offer diverse 
skills and knowledge. A smart employee takes the initiative to tap into these diverse 
resources.
The findings of this study also challenge some of the previous findings in the 
following two aspects. First, it was found that the average duration of the mentoring 
relationship was between six months and one year. Previous findings, such as findings 
from Nelson’s study, have shown that mentoring relationships which develop naturally,
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when mentor and mentee select one another, have a long duration (1995). A second 
aspect that was contradicted by this study was the idea that individuals are hesitant to 
seek mentors because they fear negative consequences on performance evaluations. 
Findings from this study show that both mentors and mentees marked reviewing 
performance evaluation procedures with critical importance. One plausible explanation 
for the findings of this study is that the sample was composed largely of active duty 
military individuals. In the military, a great deal of importance is placed on performance 
evaluations known as Officer Evaluation Reviews (OERs). Military officers often write 
their own OERs and discuss them thoroughly with their supervisor before they are 
submitted. Sometimes officer and supervisor write the evaluation together, but this 
depends largely on the relationship between the two individuals.
The findings of this study have implications for the issues of retention and 
attrition in the military. Retention is certainly a complicated issue that involves many 
factors and processes. The finding that activities related to acclimating to the 
organizational culture has implications for recruitment. There is no single solution for 
the issue of attrition in the military; a multiple-perspective approach to this issue must be 
in place. One perspective that needs to be included is that strong mentoring programs 
increase employee satisfaction. A mentoring program that has a comprehensive, 
structured orientation program may help retain new members to the organization. The 
orientation is the first activity new members engage in when coming into the organization 
so an orientation that covers important areas can ease the transition.
An important role of military leaders today is the development of the "human 
capital" they manage. Individuals continue to argue that fostering the adult development
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of members is a defining action of military leaders who are successful. The 
mentor/mentee interactions appear to have served as an impetus to increasing 
professionalism between at least one mentee and mentor. Results of this study provide 
information about how mentors and mentees perceive the effectiveness of activities in the 
mentoring program. The results of this research effort add to a small but growing number 
of studies describing components of effective mentor programs. As studies such as this 
one are reported, researchers will move closer to unlocking the "secrets" of successful 
mentor programs as well as elaborating on the activities that are most effective for 
promoting particular goals.
Recommendations for Future Research 
There are three primary recommendations for future research. The first 
recommendation is to explore the limitations faced in the current study and use them as 
an avenue for future studies. The second recommendation is to build upon the 
information gathered in the narrative portion of the survey, particularly since the 
narrative data pointed to the importance of electronic mentoring. The third 
recommendation is to explore the mentor and mentee relationship more closely.
The first recommendation for future research stems from the limitations identified 
in the chapter outlining the problem. This study is clearly not without its limitations.
The first limitation identified in Chapter 1 was that the activities listed on the survey 
instrument do not mirror the activities listed in the One DOT Mentoring Program. The 
activities compiled on the survey reflect the literature base on mentoring. A second 
major limitation was that participant responses to mentoring activities, benefits, and 
concerns were based on self-report by participants. The final limitation was that there
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were other activities that affect perceptions to the mentor program that were not 
identified in this study. All these limitations suggest direction for future studies. 
Specifically, the recommendations that emerges from the limitations are:
•  Design and develop a survey using a comprehensive list o f all activities 
advocated by the One DOT Mentoring Program.
•  Explore effectiveness of activities cited by participants not listed in this study, 
such as telementoring and teaching.
•  Conduct a longitudinal study on mentoring activities. For example, ask 
mentors and mentees to maintain a log over the course o f a year and list 
activities and frequency o f participation.
•  Conduct studies using focus groups or using surveys with open-ended 
questions to gather additional qualitative data on specific topics.
One of the major themes that emerged from a qualitative analysis of the narrative 
portion of the survey was the benefits of electronic mentoring. E-mentoring provides a 
new medium for mentoring, allowing additional mentors and mentees to participate in 
mentoring programs where participation in a face-to-face program would be difficult or 
impossible. E-mentoring offers unexpected benefits, some of which were outlined by 
survey respondents in the narrative portion of the survey. The benefits included by 
respondents were ease of communication within a networked environment and 
facilitation of the establishment and development of an on-going relationship. To aid in 
the development of effective e-mentoring programs, attention to programmatic issues can 
increase the benefits associated with participation. Perhaps designing a model of 
structured mentoring for the e-mentoring process would assist in the planning and
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implementation of a future e-mentoring program. Future research should be conducted in 
the area of e-mentoring.
To date, much of the research in the area of mentoring has focused on the mentor 
and mentee relationship, an understandable focus, since the relationship should be 
central. Challenging the myths underpinning mentoring programs is the first step 
towards developing stronger programs. Many of the myths revolve around the specific 
functions outlined for the mentor and mentee. The mentor, for example, is the individual 
who is often given the task of providing the structure for the relationship. The truth is 
that many mentees initiate the goal setting that is vital during the beginning stages of the 
relationship development. Future work and research must systematically challenge 
myths that underpin most current mentoring programs and focus on the structure of 
activities to understand how to support participants in the best way. Additionally, more 
attention needs to be directed at in-depth study of how the selection of activities affect the 
overall success of a mentoring program. Another significant problem lies in the tendency 
to treat participants as objects of research. In some cases, organizational researchers seek 
out new and improved activities for assisting participants with little consideration of 
needs, values, and how activities play out in the scope of the entire program. This study 
examined each activity independently. There were no general questions asked about the 
overall view of the mentoring program; therefore, there is a lack of data regarding the 
integration of all activities into a structured program. Future research should be designed 
to be more sensitive to these issues and should seek ways it may directly serve and 
engage mentors and mentees in the process of research.
170
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
Finally, the data collected in this study were a mix of quantitative and qualitative 
data. This mixed design tends to add strength to a study; however, it does not allow for 
an in-depth qualitative study. While the study relied primarily on quantitative data, 
qualitative data were used for support. Collecting additional qualitative data in future 
studies will offer some explanation for the patterns found in this study as well as for the 
discrepancies found between findings of this study and previous ones. For example, 
focus groups could be used to elicit additional comments on emergent themes from this 
study.
The results of this study illustrated the importance of supporting certain activities 
such as orientation-related activities in the Coast Guard Mentor Program. While it is 
appropriate to include workshop training, such as the three and five day "road show" 
courses offered by the Coast Guard, as part of the program, the ongoing relationship 
between mentor and mentee during the first entire year should be given priority. Other 
forms of assistance and activities such as support seminars, mentees’ evaluations of 
mentors, and individualized improvement program should be considered for integration 
into the mentoring program. All of these activities are currently features of induction 
programs for new teachers in the field o f education. Educational induction programs are 
an excellent cross-reference for the Coast Guard Mentor Program. The Coast Guard 
should initiate action research to determine the best mix of mentor program activities for 
mentors and mentees. This process can help determine which types of support activities 
discussed in the literature are most beneficial to mentors and mentees. In order to make 
this feasible, however, the organization must include as part of the mentor program action 
research training for mentors and mentees. Finally, comprehensive evaluations of the
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first year of a mentoring relationship should be conducted to document effects on both 
programs and participants. Leaders within the organization should continue to encourage 
military and civilian members to participate in mentor program planning, mentor 
selection, and program evaluation.
In a conservative and highly structured military organization such as the Coast 
Guard, the Coast Guard community has, in general, accepted the proposition that special 
forms of professional, personal, and social support for military and civilian members is 
necessary. Leaders at the local units, however, have not yet decided that providing such 
support is worth the allocation of resources that is required for effective mentoring 
programs. Therefore, while specific activities may be outlined in a manual at 
headquarters, implementation at the local level may fall short without careful monitoring 
of the program effectiveness. It remains to be seen whether the reality of mentoring in 
the Coast Guard will some day meet the visions of those, including the program manager, 
committed to a comprehensive, effective mentoring program.
If organizations such as the United States Coast Guard want to better develop the 
abilities of employees, then the organization needs to recognize that they must assist 
members simultaneously in understanding the structure and culture of the organization. 
Mentoring program activities should not focus only on performance but also on the 
transition into the workplace. And, program developers must be very clear as to what 
they want employees to learn and the kinds of activities that will promote those goals. 
Mixed and conflicting messages learned through the organizational culture can 
undermine expectations. Given the discrepancy between participant expectations and the 
Coast Guard Mentor Program activities described in this study, it is recommended that
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program leaders closely examine the best mix of activities for mentors and mentees 
order to achieve greatest success.
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Appendix A 
Civilian Workforce Loss and Hire Rates
Annual Rates









FY31 F Y 32  FYS3 FY 34 FYS5 FY36 FY37 FY3S
Note. From the United States Coast Guard homepage, 1999. Available: 
h ttp ://w w w .uscg .m il/ha /g -w /g -w p /p -w D -l/C iv ilian ra tes.h tm . Reprinted with permission.
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Appendix B
Civilian Workforce Totals as of March 31, 1999
Civilian Strength
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* PAL/CSR is Personnel Allowance List/Civil Service Resources
Note. From the United States Coast Guard homepage, 1999. Available: 
http://www.uscg.mil/hq/g-w/g-wp/g-wp-lAVP-l Total%20Civilian.htm. Reprinted with
permission.
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Appendix C 
Officer Retention Rates
Commissioned Officer and Chief Warrant Officer Retention
FY93-98










FY93 FY94 FY95 FY96 FY97 FY98 
Retention = 1 - (Losses over the FY f  Beginning FY Strength)
Note. From the United States Coast Guard homepage, 1999. Available: 
http://www.uscg.mil/hq/g-w/g-wp/g-wp-l/Histoffret.htm. Reprinted with permission.
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Appendix D
Flowchart of U.S. Coast Guard Mentor Program 
Note. The data in the figure are from the DOT Mentoring Handbook by The Departmental Office of 
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Appendix E
Map Illustrating Division of Districts in U.S. Coast Guard
U .S . OEMRTMEKT OF TRAJUPMTATION 
Ttn Rtfion






O Wtafrngton. 0  C. Hcadcutfar* 
♦  O aekl Hwdeuerten
A nt and O s m t HaaOQuann
* District numbers do not follow sequential ordering due to historical merging and 
deletion of districts.
Note: From the United States Coast Guard homepage, 1999. Available: 
http://www.uscg.mil/hq/g-w/g-wt/p-wtl/ecdp/index.htm. Reprinted with permission.
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Appendix F
Cover Letter for Survey





United States Coast Guard 
Training Center






From: Commanding Officer, Coast Guard Training Center 
To: Mentor Survey Participant
Subj: MENTOR PROGRAM SURVEY
1. 1 am an Instructional Systems Specialist working in the Analysis Branch of the 
Performance Technology Center at Training Center Yorktown. I am also a doctoral 
student in the School of Education at the College of William and Mary.
2. As part of my work at the College of William and Mary and the subject of my 
dissertation, I am conducting a research study of the U. S. Coast Guard Mentor Program. 
The goal of this research project is to discover successful aspects of mentor programs. I 
am specifically interested in the benefits and concerns surrounding activities engaged in 
by mentors and mentees. By reporting on mentoring activities, benefits, and concerns, 
mentees and mentors can provide valuable information that can be used by the Coast 
Guard to develop better ways to support the mentor program.
3. I would like to ask you to participate in the study. Although there is no remuneration 
for participation in this study, your assistance in completing the enclosed questionnaire is 
greatly appreciated. Any feedback I receive will be kept completely confidential. Please 
use the enclosed, pie-addressed envelope to return the questionnaire. A number has been 
written on the return envelope so that response rate can be tracked. There is no number 
placed on the survey itself. Surveys need to be completed within the next two weeks. If 
at all possible, please return all surveys no late than 15 April 2000.
ANNE M. SUTTON
Enel: (1) Coast Guard Mentorship Survey
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Appendix G
Cover Letter from Mentor Program Manager





United States Coast Guard 
Training Center Yorfctown






To: Mentor Survey Participant
Subj: MENTORING SURVEY
1. The purpose of this letter is to ask for your cooperation and participation in 
completing a survey related to mentoring in the U. S. Coast Guard. The purpose of this 
study is to isolate activities that facilitate mentoring.
2. This study has been designed and developed by a graduate study working for the 
Coast Guard. Development of the survey has been under the discretion of the Mentor 
Program Manager. This study has approval from the Mentor Program Manager.
3. By completing this survey you can assist the Coast Guard in finding better ways to 
support the mentor program. Please take a moment to fill out a survey. Thank you for 
your assistance.
KATHLEEN WILSON
Enel: (1) Mentor Survey
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Appendix H
Mentoring Survey
Mentoring Activities In the Coast Guard Survey
i n  ( i  <>d u t  t u i  n
Purpose of Survey The purpose of this survey 1* to discover the types of ecthritie* is enters tndm enlees who 
ere employee* cftheU S. Coast Quard are engaged in fooa ally orinfotmally- The goali* to discover how 
often mentors end mentees participate in  these activities end what value they plate on these activities. 
Responses will be used to evaluate the effectiveness of activities perticipetedin by mentors and m antees and 
discover if  these activities are simtler to the one* outlined by the Department of Transportation (D O T)............
Pleesereed the directions carefelly. Pleas* return the completed urveyw ithin two weeks ofycair receipt 
W hen you have completed the survey booklet, pu t i t  in  the enclosed envelope, and drop i t  into the mail.
Y our input is of tremendous value to the Coast Guard. Thank you for taking the time to complete this 
survey.
PrivacvAct Statement
A. Aalharify: 5 USC 301; 14 USC 632; Executive Order 9397.
B. F i t )  esc: The information requested in this survey will be used in 
research designed to improve the training esagnmrr.t and development of 
the Coast Guard personnel. The information will not be used to evaluate 
you as an individual, your supervisor, or your unit The information will 
not be entered in your personnel file.
C. Effect aa hadiridsals a* t presid ing iaformatiaa:
Participation is voluntary. Providing the information requested will make 
the survey remits more metsungfU.
• f t e a H a l )  mrfler a Maear blachhbpan anfr 
Pi Ml I  | IMl i t  M  A ils t ll l rtsiiili ( l i ) g i l  
• Make saBi masts that M  the ms; s ssa laaplstslj 
- htahe as stray maria aaddsfcim
COBKCT: ^  IXCOBKCT: & '(SS  O
. If we have any cjutations regarding this svrvey, m ay 
we contact you?
(_> Yes, please contact me.
Name: _____  '
• • Phone:  _______  - - - • ■
E-mail: ____________________
i j . No, I do n o t wish to be contacted.
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Mentoring Activities In the Coast Guard Survey
Iw l im l f a i :  This first sectionu la  m m  questions aboutyouandyour involvement in  theCoastOuard 
organization. Theptnposeofthe demographics is so that we can group responses and drew general 
condusions based on your experience and roles in the mentorpropam. F in  in  bnfp aba bubble for each 
question. If a quartion does no t apply to  y ou  1»«t« it blank. • _______ __
Dcftatttan Boot
Matte - An individual who receives work place assistance, guidance related to 
career development planning, and insight into organizational dynamics from another-
individual
M atte r - An individual who helps the mentee clarify and achieve his or her career 
and professional goals by sharing insight and knowledge gained through experience.
6. Which statc/cityin theFilthD isthctereyouloceted?
0> North Carolina
Virginia 
' 0  Washington D.C. 
i f ,  Maryland 
' I '  Delaware 
0  Pennsytvema 
' L> New Jersey
7. If you are work at a Headquarter's Unit, please indicate 
which one from file h r t  baow.
1 7 ; Administrative Law judge, Washington, DC
0 , Aircraft Repair and Supply Center, Elizabeth City, NC
0 . Command and Control EngineenngCenter, Portsmouth, VA
0 '  Engineering Logistics Center; Baltimore. MD
0  Finance Center, Chesapeake, V A
0  Human Resources Service and  Information Center, Washington. DC
0 ,  Marine Safety Centex, Washington. DC
0  National Maritime Center. Arlington. VA
O  National Response Center. Washington. DC
>0' Atlantic Strike Team, Elizabeth City, NC
0  Navigation Center, Alexandria, VA
| 0  TrainmgCenter. Yarktown. V A
' 0  Telecommunications & Information Systems Command, Alexandria. VA 
0) Y ard Baltim ore. MD
2
1. W hat is your current status?
Civilian 
1 Active duty military








‘ Three or more




1 _ Three or more
5 What is the average length of time you 
have spentin  a mentoring relationship?
Less than 6 months 
6 months to 1 year 
' . More th an l year but less than 2 years
'i A t least 2 years bid less than 3 years
1 _ 5 years cr more
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M e n t o r i n u  A c t i v i t i e s  i n  f h e  <. n*js t  ( » u d n J  S u r v e y
D f a t r f w :  Based on your experience, you will be u b i t o  asaiga a ouB tricil value in  the two caugories
listed batowfor each activity listed.A nsw er each activity  quadion  from tfarparspectiva of hsvingbeen-----
iovo lv idn  tl»  K t i % ,  l i t b r  o n th i g jrio g w  r t c m i g a i A  I f y o u m i w y t i a p it U iB lh i activity fin 
in the 'no* oval end move on to the next activity rtategn n l. . .
y  -  ye* I hare/do 1. Infrequent/unpredictable I.M ixamal valus
N —no, I have not 2. Semi-annual . . . 2. Lowvahte •
3. Monthly 3. Moderate vatua
-4. Weekly-------- -  4 . -High v a lo r
S. Deilv 5 Critical value
Activity
A A ceK » rtiB g tn th 2 0fy«n««tion«t Culftgt 
2. T our of work environment
P e rfo rm ?  P re g n a n c y
0)0) 0 0 )0  0 0
D. P ro v in g  Feedbeck end C n a a u n i e r f i m  
16. Shadow to observe deily work activities




24. Review written work
Important:*
mt 2H0£HS,J
Discuaeinfonaal organizational culture 0 1 'H) 0 0 0 0 0
PrrwiAno Inform etion 
Discuae job-related concerns 0 0 0 0 0 0 ( £ ' 0 U M 0 . e ) 0
Share knowledge in a specific area of ezpertiae 0 0 © 0 0 ' 0 0 0 0 1 0 0 0
i. Diacuas daily adiedule ( 7 ) 0 0 - '7 ) 0 0 ( 5 ) iTk3 j0 0 i;T>
A a b a tin g  with Job Management
. Instruct indnridu«l on how to coapl«U one's job 0 > 0 0 0 0 0 0 * 0 0 0  * 0 0 )
14. Create timeline for achievipgjob accomplishments 0 0 _____t.i10 0 tf?|. l l_____'T~'f •t:'l2 'l£ !lw)
010 0:2)01.4)0 00H'2>l.'f)
0 0 0 0 0  0 ( 0 0 0 0
0 ( h) 0 0 0 f t ; 1 s.* 0 0 0 1 i)1'!)
<7)0 0 0 0 0 0  0 )0 )0 0 0
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M e n l o c m q  A c t i v i t i e s  i n  t h e  i»u<j r<l  S u i v e y
Dirertt—■: Please respond to the following questions.
1. What are thepsy rhobg ira lhen flfc  that you have received from the metdorahip? (Example: increased 
self confidence)
2. What t r t  the aerfal benefits th styou  have received So® the ttentorship? (Examples inclusion in  lunch 
group or inclusion in  com rand fractions)
3. What are theprofcsrieaml taneflm thalyouhaver eceivedfram thementorshq)? (Examples: 
increased profesaoaal contact* promotion to h it te r  level)
A. What are theperooaU heaefte you feel like you harro achieved from the mentprshg)? (Example: 
improved interpersonal stalls)
5. What are theprofianjonalpaebh— orconeesne that youhave&om the mentorship? 
(Example: negative performance evaluations)
W hat are the personal problems er concerns that you have fioa the mentorship? (Example: 
inability to succasdhUy connect with in sintoring partner)
. «
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Appendix I
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